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I. INTRODUCTION

/The Issue in Educational Organizations

For the past two decades, Anerican educational institutions, par-—
ticularly elementary and secondary school systems, have been experienc~
ing a period of intense turbulence. Much of this turbulence can be
traced to various internal and external problems and opportunities
affecting the educational system. These problems/opportunities include
demands by teachers for higher salaries and better working conditions,
calls for accountability by parents and taxpayers, decline in student
enrollment, ‘pregsures. due to budget constraints, requirements for
response to the passage of ldandmark educational and social welfare-

- legislation, the need to implement key court decisions on civil rights,

and enticements ‘of federal funds to introduce experimental and novel
programs.l' All of these issues have tested the ability of local school
orgnnizations to adapt and change. In attempting to do so, school
organizations have frequently sought to adopt and use innovations in the .
forms of hardware, managerial techniques, and novel educational'methods.

The proposed study addresses questions pertaining to the organi—'
zational capacity of’ school organizations to innovate in response to
the various problems facing them. The organization in this context is -
the school district as a whole rather than an individual school or
classroom. - The capacity of a sc¢hool district, as an’ organization, to
innovate is an’ especially critical concern in view of the increasing
demands facing it.. Yet there is no shortage of literature suggesting

- that educational. institutions cannot innovate, or are péorly designed to -

_innovate.g’ Similarly, there ‘is much evidence suggesting that many
educational innovations adopted and used for a time failed to be
incorporated into the routine of educational practice.3 While the pic—

‘ture. Bf educational innovation,is“probably not as_bleak_as the-above .. - - ozi—

statements suggest there is little doubt that educational organiza—
tions must strengthen théir innovative. -capacity in order to best resf

"fpond to: the problems facing ‘them. To do so requires understanding”

;What\new techniques, methods, and. hardware are appropriate -and” how such

innovations can be fully. 1mplement°d "and-réutinized. "This capability

qnentails organizational problem?solving and the capacity to innovate. .
" What 1is the nature of 'this capacity? How is it manifested? What are

el

- to. such questions. The educational innovation literature h
' primarily on the early stages of the innovation process.'

its dynamics? . Is e issue—spec1fic° Or.is there a ‘general organiza-

'tional caﬁatity that -can be learned and possibl; strengthened to ease

the way for various innovatlons° ' S N

focused
nald

At present the existing literature provides only part%zi answers.

Fa
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Havelock offers a ‘guide to the process of innovation for teachers
and administrators. A field study by Neal Gross' pgints ont the need
for more studies on the. implementation process. .Clark and Guba con-

" .centrate on the early stages leading to adoption. From this body of

work, we have identified a gap in existing theory on the later stages
of ' the educational innovation process and its residual effects. The
work that has been done has value, but it must be used primarily as a
base upon which to build More research is needed to arrive at the
angwers to the questions posed above, for the answers have enormous
policy implications for 1oca1 school organizations, as well as for
federal and state educational bodies. Addressing such questions begins
with the systematic gathering of data from a few school organizations
in order o better comprehend the key variables in the organizational

. capacity “to imnovate within education. From such-an effort, a broader -

and deeper base of knowledge can be built, a bage from which later
steps in the theorywbuilding process can ‘start.

.Oururesearch looks at the capacity to innovate from the standpoint

" of organizational coalition-building.. Organizational capacity is
defined as having two aspects. One is the "technical" capdcity to match

an organizational problem with an appropriate innovative solution. The
other is the "political" capacity tc move an innovation through the _
various stages: adoption, trial imolementation, and incorporation. Many
decisions are involved, ‘but what moves the process toward successful
conclusion, in the sense of an institutionalized innovation, is organi~
zationdl capacity to build a "winning" coalition, i. e., enough support/-
‘to sustain the innovation against opposition, . :

As we use the term, coalition has a political connotation. ‘The
process of coalition-building is political: It dinvolves the formation
of an alliance of interests. What is being built is a system of lever-
age (power) for adoption and implementation. The concept of coalition.
in nearly all of the political science literature refers to predicting
coalition formation among political parties in parliamentary democracies.
Most of this literature focuses on "game theory" in. which ratiomal .
ac¢tors- pursue strategies allowing them to gain a share of control of
~Actors: seek admittance to a "winning coalition" with -
the obJect of a personal '"payoff. "6 Qur use of the coalition concept
differs. -First, the actors in the educational innovation process

‘.constitute a much more diverse group than legislators. Second, the
, actorq may be from different large organizatlons. Third, the copcept

of "payoff" utilized in game theory is vague and ambiguous. Our
work has concentrated on specifying the.participation requirements of

winning coalitions, based not on the notion of maximum payoff but rather

on~polity agreement. - Further, we seek to determine how winning coali-
tions are- maintained and how the membership mix within the.coalition is-
changed in the various stages of the innovation process. A coalition -
is a coming together of relatively autonomous entities (i. e., actors

or organizations) behind a common goal, in thig case educational
innovation. It occurs "when two or more organizations. pool a share of
their resources," as Roland Warren states.’/ Our research is directed .

toward understanding the nature and dynamics of such coalitions in the

t

| -2-
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formulation and implementation of educational innovations that are of
significance te the school district.

: Our proiect builds %pou work that we performed for the National
Science Foundation (NSF) .© The NSF project lay in the field of technology

. - transfer to the city. We studied decisions by a variety of public

agencies in Syracuse and Rochester, New York, to adopt and use, or to
reject, various innovations. Some twenty case histories were prepared
over a two-year period The educational organizations of Syracuse and-
Rochester were among the local public organizations studied in our work.
These cases aimed at exploring key variables affecting the capacity of
local organizations to adopt, implement, and incorporate .innovationms.
As indicated, we found the capacity to build coalitions of support -
around particular innovations to be. critical to the success of the
innovation, . In particular, we found the concept of "bureaucracy-
centered coalition" "9 applicable to most of our cases. It was not a
-gingle organization that innovated; it was a coalition that saw an
innovation through to routinization. We found it helpful to derive
from our work the notion of "bureaucratic entrepreneurs": key organiza-
tional leaders who provided a momentum behind their own and other
organizations in an effort to achieve the successful utilization of an
innovation. . : /

Our educational cases in the NSF project featured a success //

" (Rochester) and. a failure (Syracuse) We studied two attempts to
restructure educational facilities and programs incorporating a variety
of innovative cohponents. ‘The Campus Plan in Syracuse was a large-
scale, educational pazk' concept that was not adopted. Project ¥
in Rochester, was a large-scale project incorporating the magn::*
‘concept as well as various instructional technologies. The kej ;
distinguishing the two: ‘organizations represented in these cases wal tad
capacity of the organizations to build coalitions. The problems that
the two organizations faced were alike; the-innovative “solutions, that
they selected were programmatically similar, Where the crganizations

" differed was in coaIition strategy. Rochester, -at the earliest stages.
of decision-making concerning ‘its innovation, sought, to build community
support. Syracuse ‘was much slower to make this attempt. -In fact, the

“bureaucratic entrepreneur in Syracuse was' eandid in erpressing his
discomfort with the. political aspects of his r?le as superintendent.

He believed that education was "above politics The merit of the ,

~Q_educational ‘park concept in § Syracuse was obvious to proressionals. Pre-

‘sumably, it should have/sold itself to the mayor, city council, and
various citizen groups. It did not, however.

N "u

\An educational organization, like all public organizations, is

accountable 3o’ a; political znvironment. There may be some innovations
that .can be adopted and utilized through organizational processes purely
internal to the educational organization. But® most; important innova-=
tions,'certainly those that impact -on the school system as a whole, -
require. the assent ‘of: many actors in. ‘the local (and, ‘increasingly,
federal/state) env1ronment to which an educational ‘organization must
'be responsive No less than other public organizations, eaucational
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institutions must consider their capacity to build coalitioms of
support. Their capacity to innovate becomes a function of their
| ability to mobilize and manage coalitions.

L
I‘ Our NSF work points up the importance of organizational coalitionms
and coalition—building, and suggests the strategies by which such K
coalitions are put together. It indicates that some coalitions may have
- strong "vertical" links to federal and state actors,-while others may
‘have "horizontal“ links with iocal institutions and grougs, and it points
up how one type of coalition has an impact omn the other. Educational - ¥y
innovation coalitions may have commonalities with those of other local --. %\ *
functions, or there may well be congiderable differences. In thisg
research we concentrate more.deeply on this one function of local gov-
ernment, coaliticfi~building, in hopes of better understanding what those v
commonalities and divergencies are. : Y
. Our obJective has been to probe more deeply the organizational N
,w/ decision-making processes of those school systems that we had already
begun to study. namely, those in Syracuse and Rochester. _Our approach
has been to explore, from the standpoint of organizational coalition- _
~ building, a-series of ‘issues which presented| problems/opportunities to j
school organizations over a span b ten to fifteen years. Thus, we ' [
have added a longitudinal dimensipn to our Syracuse-Rochester work in ’ \

S s

education._ We have compared a’ number of inrovation decisions made by \
Syracuse and Rochester educationall organizations. over a similar space T
of years. We have seen how varigqus elements of a coalition come in .o :

and drop out during the course of 'a given inmvvation process and noted E
the extent to which some elements or coalitions last beyoud a given
decision process. Do ad hgg ‘coalitions becoine lasting alliances?
.If so, do the resdidual effects of a previous decisiom process affect a
‘new process by constraining the options of the educational organization?
‘The price of support for one innovation ‘decision can be leverage
provided a coalition member over another decision process. Our
longitudinal approach has provided insights that our NSF work, .based
on one issue faced by two organizations, could not. It suggests, as

_ well, that coalition-building can have its costs. '

Franework for Analysis

Bureaucracy-Centered Coalition N

—Qur research examines the role of educational organizations in

.the ﬁrocess'of coalition-building for innovation. The process occurs
over time, and various decision stages can be’ isolated.  Initially, it
is important to grasp the structural dimension, in the sense of noting
the actors who are likely to be involved in a given educational innova-
tion process. : : - : -

In our NSF study, we found that t'.e number of actors involved in
any particular innovation igsue depended considerably upon the nature
-of ‘the innovation in question., Such variables as the s%ale, cost,




controversiality,- and perceived impact of .the innovation, and the

type of technology--hardware vs. software--determined, to a large
extent, the size and scope of the coalition needed. In some of the
cases that we studied, the coalitions were strictly incernal (i.e.,
only dindividuals within the innovating organization participated in
the adoption«and/use decisions) In most cases, the coalitions reached
beyond the innovating organization and involved numerbus other actors
in the environment. ‘ ‘ -

Some organ17ations,more than others, appeared to be dependent on
organizations external to them for resources.ll Certainly, edacation
could not adopt the innovations that we studied then without funds from
external sources and without the support of those most affected by the
innovations. Because of the nature of the function, education is :
a particula ly visible and thus vulnerable public service. A managerial °
innovation that - ‘-might be ignored in one public--organization (e.g., a
reorganization or decentralization in the police: ‘department) can become
a community-wide issue in education. This visibility and interorganiza—]
tional dependence belies the a olitical stance that prcofessional educa-
tors often take.  They may be apolitical in a pattisan sense, but there -
is certainly a-politics of education which they carn.aot escape and
which is brought to a head when educational organizations seek to

innovate. - NN

|
L

\

1. Roles in the Coalition
- . \
_ In fur work for NSF we posited "minimal winning coalitions"
for innovations' that were beyond ¥ scale .or level of importance to
be purely of intraorganizational significance These coalitions Eocsisted
of: adopters’ (local elected officials and top administrative\leaders ‘
with the pover, to provide money or \otherwise legitimate or ‘ganizational
'decisions) implementers (indivi uals who' actually carried jout 1nnovation'
policy decisions),s@lients (those outside the implementing organization
\ affected by the d=cisions); and supﬁliers (manufacturers, consultants,
-oT profession&l associations that -provided new techniques|and technolo—
_gies). Another key role was that of \entrepreneur. The entrepreneur
brought the other members of the coalition together and s rved bo h
‘as a catalyst and as a moving force. ‘While any dctor could play the
role of entrepreneur, we found.in most!\of our case histories that éhis .
_role was played by the bureaucracy responsible for the p rticular func—;
tion. Hence, we have ‘spoken of "bureaucratic entrepreneurs’ and © - \.
‘"bureaucracy-centered coalitions."” Togéther, these roles constituted
a local innovation coalition. To get adoption and incorporation, such
" a coalition would Hhave to be formed around a given' innovation. State |
and federal actors were viewed as "external" forces that could be |
‘used by local entrepreneurs to help or hurt their coalition—bailding
-efforts. L : ’,- . : . |
. The same role dnalysis is useful to the present study. -The cases
that we have examined confirm its utility for guiding research inquiry.
" Here.we have carefully considered the-specific actors that play these
roles in the educational context. .This is pdrticularly important
where the bureaucratic entrepreneur in educat\on is concerned.:

|-

|
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Z. The f£ducational Entrep%eneur

There appear to be’ r‘ertain attributes of educational organ-—
izations that set them apart from' othe wublié organizations and affect

" their capacity to.play the entreprnneuri:L,or -coalition-building role.

First, they are governed by a lay board whose members are elected
independently. This means that the policy~ making ‘authprity of the
organization is plural, unlike other urban functions where the, policy-
making authority is singular, i.e., a chief elented official. 12 This
circumstance may complicate the educational organization's own topside,/
decision~making capacity and its auility to forgs winning coalitions ‘
with actors in its environment.. .

Second education has been.called a "loosely coupled organization,'

. in the|sense of having many spheres of> influence and arénas for

decision-mak1ng.l3 To achieve corfsensus in decision-making may thus
require a more complex intraorganlzational ‘process than is necessary
in more, centralized urban agencies. Suchi organizational attributes
d to a multitude of.innovative ideas requiring a decision by
the top leadership o the educational bureaucracy and, in turn, lead
to problems in implementingJinunvations.
\

Finally, there is an attribute of the educztional function that
relates -to the attitudes of top adminlstrative/officials. As ‘profes-
sionals, they are responsive t' technical ideas of what is "best" for
education. As administrators »i highly visible organizations in which
there is widespread and intense public interest, however, they must also
keep in mind their broader public accountability. This dual concern
with professional values and the requiremenis of compromise in a

E political environment can make for added problems where innovations
‘Tequiring communitV-wide coalitions are at issue.14

! Such special characteristics of educational organizations and the

ways in which they influence the capa~ity of these organizations
to- play an entrepreneurial role are hlghlighted in our ,case studies of

- educational innovation in Syracuse and Rochester.

Building Coalitions Thn DecisionfMaking\Process Mod\l
\ \
i Our Focus is on organiza*ional decistonémaking within the\
eduaational innovation pracess. There 'are innu Eable innovation-\ .

relaFed decisions that are made within educaiiona organizations.
Some, however, are what might be called "strategi "15 in that they

‘affect the organizations as a whole ard are made by the top management. -

In education, this means at least the top line officials, including
the superintendent .2d mmbers of the board of education. Often it
means those top ai"w ,istvative policy officials in the educational
organization'and ti.e leaders of Ky organizations in the environment
of the educational unit. These decisions tend- to cost more, disrupt
more, ‘and elicit greater intensity of outside interest. These are the
innovations that not only test the educational organization s problemr
solving and innovative ability, but also challenge ‘its entrepreneurial

‘ and coalition—building capacitifs.

.‘. s 'b‘. : v‘-"6"..
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e hyéi."Awareness of Problem/Qpportunity

Both in our own work and in the work of others, we have
found that'the first step in.organizational decision-making is awareness
roE . of .a problem or opportunity requ1ring a solution or response. ThlS
 awareness may be summed up by Downs' notion of ' performance gap.'
According to Downs,' : . °

v

-

The concept of a performance gap is essential in
explaining what causes bureaus to change. No
\ bureau will alter its behavior patterns$ unless

S someone believes that a significant discrepancy

ol exists between what it is doing and what it 'ought'

- to be doing.16.f :

/ In, our work, we discovered in education an awareness of many performance
. gaps.  'This awareness surely was shared by individuals outside the
/ organization. What triggers action is. 1mportant,,namely, a, search

- for a solution. How do innovative ‘solutions get. to the top of an =~ -
Y g-educational organization' s agenda? They can- ‘come ip through the ranks
T .by an internal coalition-building process, or they can be forced -to

-'the top ‘of an organization's agenda by external ' 'triggers." In our

_ ;'work, we found both processes\at work. \ Thus, the, question naturally.
v _..arises: do internally generated -innovations reveal a different organiza—
’ .tional process than, those -that are triggered externally’- .In education,
' theré is no. lack of participants both fnside and outside the organizau
_ v'7tion,seeking to.define ‘particular problems and to'place them on the \e
Lo .ﬁ“_f\age:da of . top;vducational policy-makers. . -
oA “'.’..’;' o '.'f',:', X . . . ’ ] \ S . -

2 Search for a Solution-'

»

o
\

coe T The search for a solution to internally oS\externally
. ‘generated problems or- opportunities can\involve a few individuals

7.diverse input into ‘the’ planning procesé.. Our present cases exhibited

‘these different kinds of ‘search- -processes, varying £rom | la relatively

: ”'udgment by a few top executives to"a long, drawn-out ‘inquiry.
ot 'at, all clear that the amount of time taken to decide on a

- th :characteristics of the”innovation, particularly those that detar-
‘ B g;mine :the a ou“tfof op_osition that a particular solution generates orL.
Wi ‘;':is expected to;genera' S >

S f*There is a'thin line between organizational search and organiza—
.‘.‘ tional planning.; Organizations thaﬁhare aware,’ of problems are usually

y .+ -also. aware. of“possible ‘so0lutions. e\hehighly professionalized
AR .Vu;orgapizations :such ‘as" edi ationJare conterned, this observation is \
Loy 'especiallyj‘ levant.,”- Jﬁ“ PO s ~ :

A
/ .,
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L y . Perhaps the most important ‘factors in the. s arch»procfdure are:
R - who' the searcher is, to whom he is listening. ang the nature\or

e . ~
ST . I~

"within an- organization, ‘or ‘it can .be highly participative and result in .




' ™
perceived nature of the relationship- between th two. .Educational
_professionals usually have preferences, and oft=n they have been talking

with particular providers-or users of solutions for some time. School
-~ . administrators, in particular, are aware of the progressive trends in

their profession and. the innovatione being demonstrated in other
school districts. '

~ TN

What types of iSsues have a broad base of involvement in the gearch
process7 Which are self—contained within the organization? To
what extent does a more participative search process make a difference
in the ultimate choice of- an/innovation ‘and the capacity to move that
- innovation toward adoption” It matters a great deal whether the search

process includes individuals whose support can help co move the innova-

tion: through to incotporation. ‘Hence, the conscious building of a coali-
tion at this early/stage may be:a crucial factor in the success or ‘
failure of an innovation attempt. " This expectation is underlined by
Pressman and Wildavsky17 who show that the lack of thought about the

: problems of implementation during the policy-formation stage generally ~

-leads to the/demise of the most noble oﬁ policy plans.

3 Adoption -;_ f ) l N
P P . - . " ‘,\‘ .
B By adoption, we mean . the allocation of scarce resources
‘(financial and/or human) ‘to: acquire a new: hardware technology or to -
deploy new- managerial techniques in the delivery ‘of educational sef-

-vices. In the\present context, we are considering adoptions of innova-

-;ttions made at the level of the.central school administration. The L.
innovations .are thoseﬁinqended to, cope with* such major problems as’ . o

-racial imbalance, declining. school populations, school disruption ‘and
violence, handicapped education, financial constraints,=and others.'

. Qur cases reveal processes where adoption\requires the buildLng “of -
-organizational coalitions beyond that of the educational organivation,_?
~instances iin which- the commitment -of fhe centrdl* school administration
"is but one element in the coalition needed for adoption. Adoption
‘may require the- .assent of political levels as well., To achieve such.
adoption requires organizational coalition—building in which the organi-
.zation solicits ‘the. support of key groups in the community ds a means.
.toward. political-level acceptance. . 'In addition, nonlocal funding must

a

often be acquired in ordeﬁ to obtain local funding. T Lo -

= . "

T What ‘resources do educational org'nizations bring to winning adop— -

, tion coalitions? One rgsource is the /regpect that professional R

. "

expertise may’ provide. But what if/-there. is division in the ranks
;within the: educational organization? Lack of ‘internal” cohesion ‘on an_
innovative solution, especially when' perceived by those outside the
organization, weakens the ,capacity of the organization to build an

- adoption- coalition. How does the ¢entral administration achieve such .

- . cohegion? \ g o \ ' - s

. / / S |‘ . N ) . L \
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v///Anocher resource that educational organizations bring to winning
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adoption coalitions is the ability of the organization to identify con-
stituencies (perhaps: parent groups) that can exert pressure on political
levels for allocations essential to adoption. The board of education
is both an adopter and a vehicle of .constituency-building. From an
organizational s*andpoint (i.e., the central administration), boards
are composed of lay people and, as such, have memberships in non-
educational groups that .can assert claims cn political adopters.

The press. can be a resource and an instrument to gain support for
a particular innovative proposal that the educational organization
wants. So also can be federal and state funding agencies. By building
a vertical coalition intergovernmentally, innovative organizations can
enhance their capacity to get an adoption.

4

Leadership is the most critical resource of all since it determines
how well other resources are "ised. The key dimension of a leadership
may well be how well,,or even whether, central school administrators
.1ink appropriate coalition-building strategies with the designs of
their technological or managerial solutions. -The scale of some educa-
tional innovations that we studied was such as: to require virtually )
a community-wide -coalition for enactment. Other innovations were suc-= . . /
-cessfully adopted with participation from a much narrower coalition.l o

““There are a series of strategies that appear to aidwthe organiza—
tional coalition-building process, Successful,demonstrations of.parti- ~ . .
cular organizational‘SolutLons,-for example, can help_.the- innovating e
organization to acquire suppott. Unsuccessful demonstrations, naturally, =1
,ean replare potential friends of a proposal with enemies. How do , i\
’ demonstration strategies ¢nd.other strategies manifest themselves in ¢ "
- various ‘innovationg within education? : ’

P — ’ : .

bl Implementation . . o ', S

: Just as adoption requires a coalition, so, does implementa-'
tion., However, the winning coalition for implementation can be quite

different from that for adoption. *A8 decision-making moves from -, = &
. "policy" to “"administration," politicians become /transient figures in K .
. the coaiition, and suppliers, administrators (principals),*employees ' . PR
(teacﬁers), and clients (students, parents) become the dominant actors. : :

o

“

Implementation of educational innovation is not well researched
“With the support of the" JU.:S. 0ffice of Education, Ronald Havelock *

" "has recently deVeloped & guide to‘the immovation process “for adminis- .~ - 'r;ff

. golution giver, procéss- helper” and resource linker. .Therole of

. trators’ ‘and teachers. 7”7 He attempts to describe how successful innova—l_
, tion takes’ place and:how Mchange agents", can: organize theif work 80 . - ..
- that . successful innovation will. resuEt.' Havelock defines an innovation t
““ag "any change which’ represents something new .to the - people ‘being / -
. "o {
changed 3 and his change agent acts in four primary ways:.as catalyst,

Uresource linker ‘seems to be similar to our notion of ent:epreneur.‘;,.v AT
Havelock chardcterizes the stages of planned change as the following T giﬂ

S ; ;e '
. ) :

- , - . .
- a . o - . .
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1. building a relationship, oL ,
" 2. diagnosis; : . T | ;
3. acquiring relevant resources;-
4, choosing a solution;
5. gaining acceptance; -
5 ' ' 6. stabilizing “the innovation and generating self-renewal

The closest he comes to_a‘notion such as coalition is the ' 'change team,"

. which may or may not-include leaders dr influentials from the client

' groups. In ‘his- approach, the- change agent (or change team) appears to
- be the same. throughout the process of innovation and attempts to mobil- L

.ize resources and authority once the agent and client have decided on
.a solutioen (innovation) .Much of Havelock's presentation uses a diag- -

| nostic/interventive approach sopular with proponents of organizational
developmenQ There 15 no discussion of a coalition~type phenomenon or

 of several of the strategies which we have found in our NSF work on '

-bureaucracy-centered innovationsi_ Our eéxperience shows that there may
_ ,,,/’be several- change agents in a coalition and/or a planning team. Other
,//”’f/a=_ studies ~of” planned ‘educational .change. discuss .the role of the "change
h | agent" (often described as an outside’ helper or consultant) and the .
"importance of- participation.‘- Both of these are important factors, but\
.are_they sufficient-for innovation.to occur? Our view is that they may L
" be. necessary elements of a winning coalition for the innovation's S e
S implementation., Gross and collcagues point out’ the- lack of knowledge ' ’
@ .regarding the implementation of- educational innovations. " They gee "the el
- need to: conceptualize the success or failure of the: implementation of .
., tan innovation as a result of a set of interrelated forces_that occur -
.- . over a period of time after the ignovation has been introduced.”" In v
o ‘Havelock's work, there. is Very little said ‘about implementation or -,V
e 'incdrporation, other than the process of "creating a self-remewal:
ucapacity" in the client group .o B . -

In our NSF work.and in our current work, we followed large—scale,,
educational .innovations through the’ implementation process. In‘some % - I
cases, coalition members who had been involved in the. process leading | -

_to. adoption left*the coalition as fiew members 301ned New members | .
. can include employees, parents of. students involved in: the, innovative/

(‘&'..

ey

' programs, and other - agencies and organizations in the community.
« : . © :

Bureaucratic entrepreneurs often face a different. kind -of. resis ance
- to change in the 1mplementation phase as opposed to the aéoption ph se’
Sinte educational prganizations. ark s "loosely cotipled," . ‘there a e
‘innumerable. opportunities for sabotage of innovations. Indeed\\edu a- N
"« ,:'tion, more than most areas, may face critical’ problems in: implemen ng

innovations because of this lack of hierarchical control. _Bureaucratic
'entrepreneurs may\thus ‘uge . several coalition strategies to impleme t:
=innovations. reassuring enployees and’ clients, appealing.'to outside -
groups or officials, and under-innovating or "dampening" to allow ro o
_vlimited innovation\{ather than none at 4dll. : . / -

* . -
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="hard" (local) money.

e

-normal;

;;{'chapter of”this

innovations'

The nature of the implementat*on coalitlon varies according to
type of innovation. Some 1nnovations involve teachers (e.g., the
introduction of special aids geared to altering classroom instruction).
Other innovations involve more highly administrative personnel withia
the organization (e.g., innovations with special, implications for
. certain’ community groups). Implementation, therefore, creates special
problems in maintaining and expanding adoption coalitions; for, in
implementation, the innovation begins in very concrete ways to affect
organizational ‘members, as well as partles with which the organization
'deals. In implementation, an idea or pian (adoption) becomes reality.

- N
5. Incorporation

A successful innovation is one that passes through trial
implementation to incorporation. Very little is known about incorpora-
tion, although.work by Yin*“ 21 provides a useful teginning in understand-
ing this. There appears to be a transition period following implemen-
tation during which the innovation becomes routine and cedses to be
con31dered qnew. Sometimes it -is difficult to define/the point at

" which a decision is made .to incorporate an: innovation. In other cases

there is a milestone for incorporation, seen: in a transition from .
primarily "soft" (federal or state) money to all (or mostly) “ '

. . ;
, Incorporation may take a very long time; ‘and different parts of
an innovative program may be incorporated, . perhaps at dﬂfferent poinus.
When is incorporation complet=7 Incorporation occurs when the entre-
preneurial funCtion ‘disappears because the supporting coalition is
“stable -and taken for granted and there is.no longer a need for the entre-
preneur. - e : : L

,.6 'Residual-Effects S : C ‘f;_- : L

-y = , o -

If little is known about 1ncorporation, there is almost a
cbmplete ‘abgence -of- knowledge where "residuals" are concerned. What- ‘
>are the" residual effects of the decision-making/coalition—building
process’ At the completion of a.particular innovation, are there . -

' .residuals’ For: example, is there learned.behavior about how to go

about building 2 ,oalition that can be transferred to another inmova- .
tion decision? CA' ithere ‘mew “organizational arrangements, different
decision-making “rocesses,that increase the capacity of the iocal
“school: district to-'solve its .next preblems? 22° Dov“thinge .go,back.to
ack: to.a- pre—innovatic: stage, after federal or state monies
ese.are. questions thaz are’ addreqsed in the: "Residuals"-

dry ‘up?

policy, program; organizational structure, admin ratiVe arrangement, - -

“and relation “between the educac_onal organizati ~and-other organi- .
zations. - our; research reanalyzss our dats on Rochester s Project Unique ™ ' .
and on Syracuse s Cam us‘Plan, ,kamining :he residual effects of these =




X It must be emphasized that our interest is not the particular
innovation, but the organizational (indeed, interorganizational)
behavior assc -lated witk it. Do-educational organizatioms learn-to

institutionz » nnovative decision-making by turning ad hoc coali-
tions arour. vation into-lasting alliances of support rt for the
organizatio: ; cozlition-building capacity for organizational =
innovation suilding relatively permanent alliances which
institution: anovative ability?

The de: 2nt of an "administrgtive technology" for "joint

decision-making is ultimately at issue as a residual of organiza-
tional coalition-building. Such a pattern replaces bargaining rela-
. -tions between an educational organization and its environment with one
~  of mutual problem-solviag. 23 Under what conditions does such an admin-~
s o ist?:tive technology. develop? Is there no lasting alliance, but a
"~ different coslition for each issue, even though the issues are ‘solved
by. top management decision-makers? If coalitiohs -do not last, what o
of learning by the educational organizatibn? Does it learn from Af .
’Afaiine, ‘or success?, Can the ‘capacity -to innovate be revealed in ' N
. ~ succesgive ‘innovation processes regardless of the issue, in spite .
Yoo, of thequct that different ‘actors must be brought into a given coalition? :
a While speécific actors may: change, there are certain:roles that have S
. to, be filled in a coalition process that ‘moves ‘an innovation to incor- N
. portation., Learning how ‘to aggregate the- necessary roles should be o f'
- pogsible. A longitudinal study of - educational organizational decision— ‘
. .making such‘as Rochester' s Project Unique and Syracuse's Campus- ‘Plan
testg this expectation -arfd suggests the. degree of 1earning that ‘takes
SR place w1tnin organizational coalitioq—building A

]

Comparative Analysis e’ L o . .

»

&

- _ /e have. used the preceding'decision-making/coalition-building -

e process model’in studying ten new, inhovations in-the, Syracuseé and - - o C
= Rochester school districts.,,These are similar to the ones already :
: studied for NSF in that. .they involve top-Ievel decisions by central
school administrations and coalition—building. They ccver -a range of |

. issue aread. . In addition to the new" cases, we havé restudied two' cases

'completed under the NSF. project from a new perspective; namely, looking ‘

. for the ways in which decision»processes were affected by residual v e

' effects of previous organizational- ‘innovation attempts,<and how - " R

. particular decision processes left residuals for enSuing innovation ¢
efforts. Our. comparisons are thus baSed on a total of ten cases drawn -

_from the experience .of two school districts facing similar problems

7over a common span ‘of years. ¥ : -

) Comparisons are made agcross various dimensions.  We have compared
coalition behavijor. for different innovations within the two cities. ’ .
Which issues r«quired larger, which :issued smaller coalitions: for » E

.Tinnovation to ‘proceed? Within each issue area, we identified the stages

of organizational decision—making with respect to educational innovation.

v ¥ ¢




What kinds of coalitions form in the different stages7 How do these -
vary within rhe giyen issue areas? Also, we compared across cities.’
Is coalitio: behavior different in Rochester and Syracuse? Our eight
nonresidual cases have yielded little evidence of differences in
tasic ovganizatiomal procEsses. However, our longitudinal inquiry of
“roject Unique and the Campus Plan has helped us to perceive those con-
Zitions leading to different organizational capacities in coalition-
0 puilding. . Such findlngs can be useful in building better -theory and
e can also aid public policy—makers in the field of educatiom.

Field Research Activities - oo

Our research for this project consisted of two stages.' .Prior to
actually beginning our’field ,research; we conducted an ‘extensive !
search within each of cur two chosen educational, organizations——the ‘\

. Syracuse City School District and the Rochester City School® District--% -
in an effort to identify innovations chosen as golutions to policy—level\\
problems. We focused on substantive problem areas such as eliminating
racial imbalance in the schools, handicapped education, school dis-

-ruption and violenée, and education ‘of -the economically arid culturally ‘ N -
S deprived. We looked for’ problem—solving cases in which there were , .. 7.
. = - serious attempts by actors ‘within the educational organization “to get .
- innovations adopted and used In addition, we gave weight to the _ i o
followiné" K - . ; S S oL, AT
'.Ga) data avail bility, o - Co -
(b) sufficien;fcommunity interest and awareness, o
, _ (¢) an identifiable entrepreneur; s R ' T
: N (d) appropriateness for longitudinal study; ' ) . . -
’ - N(e) pollcy-leVel decisions by central educational e S )

» .administration; \ . AR e ‘ 3
(f£) a perceived high impact'( : ' / el
(g) federal and state interest.in the program; and o .
(h) a.range of cases in,various stages, including =~ -°*- =~ . - ¢
both rejected and completed programs . : :
. . As noted, we reanalyzed Rochester s Project Unique and Syracuse s , v
- . Campus Plan for evidenCe of residual effecrs emanating from the innova-'

. . -(,‘". . _,g K ;_" . "\:
The data: base for our research consisted of case scudies prepareda= ’
? for-each of the innOVations selected ‘The ‘case$ are’ individual historles,

recounted -as a sequence “of ‘events and decisions and - developed arounf S .“Nij

‘—J'selected ‘for study (see table l) A

3

_Jcommon set of ‘concepts embod]ing our model:of and our concepts of P

s - bureaucratic ‘entrepreneurs-‘and coalition~building. Thus, . we employed a . :‘”
o longitudinal approach in this resaarch .We ‘are. fully aware 'of .the” -
'problems of generalization -in’ any study of this. nature, given a- limited
number of cases- ‘(ten) ‘drawn’from two. organizations.' ‘Wevargue, ; how ver, ;'{gﬁ;
,that we are in: ars field where exploratory research o£ this\klnd is" ot

. . . R oL L . ¢ . . s \ [ P
. o : . o - . e : e : N T

. o » . v. b . ' o L r:: o - “ Looe . . .\ Ty, ( ‘ [ . y
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especially important before moving to larger—scale research involving
a substantially greater number of school organizations. Blalock:
‘maintains that the’ resedrcher must immersé himself/herself in the data
and learn all that he/she can from as many perspectives as possible . .
when only a few established’ hypotheses and a small list of. possible
variables are available. ,
"The primary locations for our field were, of course, Syracuse and
; \ Rockester, New York. In additionm, there was some travel to Albany,
New York, to meet with New York State Department of Education officials
and to Washington for the federal perspective. -

Data on our caSe studies werg obtained from organizational files
and newspapers, as well as from personal'interviews_with key actors
involved in the innovation. Files of some of these actors were also
‘utilized, . to the extent possible, to obtain their perspectives on the
coalition—building effort of the educational organization.

Our original plan was t complete all of the Syracuse cases in
the first year ‘of research nd to research: all Rochester cases during
the second year. However, circumstances pro@pted us to research two .
‘of the Syracuse cases duri g the second year. At the end of our ‘first LT
e year, we’ “presented NIE wifh an interim report, discussing our findings - '

£ - ! 'to-that point. Therefor » in this final. report, in ad effort to e -
. + provide comparison and ontrast with those tentative findings, we g Co
v ‘refer to the products df ourfirstyear as "the first-year cases,' o

- " rather than 'the Syraduse cases.' Similarly, we.refer to our second-
-+ . year research as'"thé(second—year cases," instead of "the Rochester
s .~ jcases.". Comparison ill be made, however, both between the, conclusions
L Jof the intérim and /final reports and, .in the context of our discuission. o
‘ - of -regiduals, betyeen the two cities. v . e iR

ol . . S 2
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F there Wwere few Democratic ‘office holders in Monroe and<Orionda a Counties.

L;, ‘the benefit 'of, thé Democrat ciParty (see table 1) - Between the 1966 .

II. THE DECISION-MAKING ENVIRONMENT

- Educational innOVations in Rochester and Syracuse are influenced
by similar, social .economic, and polltical conditions. In many respects, -
the decision—making environments in these urban centers. have developed N

-/ along: similar paths. Each reflects the declining status often assoc-

~.lated: with northeastern cities: static tax base, aging capital infra-
<-structures, declining population, and eroding persoral wealth relative _
to suburban’and regional neighbors. Yet, both:communities -have escaped -
~ the- extreme symbols of decline. large annual deficits, default on
borrowing, and fiscal receivership (1. ey municipal control boards)
Decision are not made An a vdcuum. They are affﬂcted both by/the
: character of each " individual who contributes to the process and by the
' setting within which e,ch participant lives and works. Innovative
-, pr rams“and.their'entrepreneurs are san act to- the conditions sur-. 'g
rounding'them, and a- fullﬁunderstanding of an- innovation s progress’ el
through the: decision~making network -may only be’ achieved if the factualf* ‘
presentation of: events ‘1s conditioned by:a desc ription of environmental
variables;which can shape those eVEntS.,wff"ﬂ<' - '

Political Environment 7.q 0;’,_f:ib A e R
--'.4 o .r"'." . ."‘<__. .o " L " : . 2 .

"avl :" The political histories of Syracuse and Rochester have followed v

: similar paths._ For - ‘most of ‘the last huridred years, the political pro-
‘cess in each community has been dominated by a single political party.
¢.Only in the last ten years has. two-party competition emerged In 19690,

However, the. 1977*loca1 elections underscored -a shift 4n political‘in-
-fluence, = ‘After- the elections, .Democrats held contrel of ‘the legisla-
- tures of Monroe and: 0nondaga Counties, the cities common councils, .and -
" the two. mayoral offices. In the November 1979 elections,‘control of
the Onondaga County- Legislature was restored to the Republicans by O S
a,slight margin, but fierce, two—party competition continues. : s R //»f
v AP :

G

‘?w The emergence of the Democratic PartyJas a major force in these .' g
‘*local political settings ds’ not ‘the, result’of sudden shifts: in party :: R/

Jenrollment. Enrolled Repuglicans have generally ortnumbered enrolled’ '
Democrats’ 1n’ ‘the ‘two’ ommunities; and,’ although some erosion in Repub-
1liean enrol ments ‘hds’ recently” occiirred, this ‘has ‘not’ totally\been to

“and 1974 gubernatorial electicns, the. Republicans lost 8 percent of wﬁ
“their” enrollment An Rochester and Monroe County and’ 1ost oqu slightly //
- less’ in Syracuse and Ohondaga: County. Nearly‘28 percent of:that loss -/”f“
_ did not serve to expand the base of the Democratic Party, but rather ‘f
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increased the ranks of independent voters.

Unless there is a sudden departure from thlS general trand, public’
o policy in both metropolitan areas .is less likely to be. set by any one i
party's: singular influence and more likely to be the result of a’broader
and more divyerse range of interests reflective of the. increased number
of new participants who can aspire to and achieve public office.
‘Consequently, the end result of decision—making activities may be
less predictable, and coalitionrbuilding amidst a larger group of
participants more difficult.
.. S'
. The ideological environment within. which public policy is fashioned
can also affect the succes8s or failure of attempts to innovate. In the
twentieth century, under the leadership of both Republican and. Demo- '
cratic governors and state legislatures, New York State has gained
. a "liberal" reputation in areas of social welfare policy. However,
' this tendency has not been evenly diffused, geographicaily. As if to
balance "ultra-liberal" New York City, upstate counties have generally
been considered fiscally and socially conservative. Metropolitan -
Syracuse and Rochester have shared this upstate image.‘ Despite these . o
stereotypes, ‘however, it can be argued on the basis of recent' guber- L
o : natoriaﬂ elections\ that Rochester tends to be politically -more 1iberal
l i than Syracuse (see tabie 2).  Since 1966, yracuse has consistentlv
. given “much’ less of its vote than has.Rochester to the’ gubernatorial :
T candidate\with a liberalﬁimage. (In 1966; " Rockefeller, a Republican, ~ - . .
. had' a lib al image {in 1970 and 1974, Democrats ;Aurthur Goldberg and = ’ y
I ~*. ~.Hugh Carey ,respectiVeiy, had. the liberal image.) _The suburbs of ;]
'” both Rochester and.Syracuse tend to be more conservative than the’ cities.

5

i | o

9

PR °”In addition to the two major parties,_institutionalized, nonparti-

§! Cee ‘.? san groups also can involve themselves.’in and, possibly, alter the ,

: ' development .of publie policy. In the” éducational arena; Rochester and, __ %
%2547», : "to a lesser extent, Syracuse have encouraged the participation of such , 5
T - - groups-in ‘their decision—making activities.‘ Parent—teacher associations "
o jj; can often be called. upon by bureaucratic entrepr neurs to, assist- an

PR iunovation through the. decision«making network or to advise them of , §
S ' controversial ‘i1ssues ‘in’ .an- attempt to: minimize. nonconstructive opposi— A

.o tioms s Educational programs in both’ Syracuse and- Rochester have been L
- influenced b 'these~traditional coalitions.,@[\}‘ S R

./,. . e

‘in;Rochestervand:in Monroe County, there ppears _to’ be a R
f institionali: ed‘coalitionsqghich are: p§tentially active ./
me’t of” educational innovati ns—-While both h ,/

'f’he Syracuse counterpart ‘hag .floun~- BT
,nov defunct.: Urbanarium, a. consortium‘

ommentary on'educationa] programming concepts.‘ To‘the S
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‘extent that such public interest groups can assist in the adoption of .
Can innovation or foster a favorable climate for change, Rochester
might have an environmental advantage over. Syracuse

Governmental Setting . ‘ - \

A

It might once have been possible to study urban decision—making
in a context, that was wholly contained within the political boundaries
of the citie' of Syracuse and Rochester, but this is no longer true.
Urbanization| is rapidly transfiguring the face of the cities and all
of the surrounding communities. In 1961, for example, a group of
authors wrote a book, Decisions id Syracuse 25a° collection of decision~
making cases aimed at revealing fthe existence-or nonexistence of a local
o power elite., In undermining the power elite thesis, they pointed out
s s . the diffusion ‘of decision-making centers in Syracuse. They found ‘that-
i+ 1t was no longer possible to speak of Syracuse without reference to the
‘ - larger: metropolitan entity of which it had become an inextricable part;
the same could just as easily have been sazid of Rochester. The logic
of this approach has become more compelling with each passing year.- We
speak of: Syracuse and Rochcster, but we increasingly find Onondaga and '
Monroe Counties const*tucing the setting that most approximates the ; \.
reality of many urban public serviCes. ‘Metropolitanization ‘is-.an .
emerging trend that projects county-level officials across urban/-

;",' ~ « suburban lines of authority.: ‘Decisions that were once the exclusive A
L s responsibility ‘of urban, officials may. now be decided at the county . ';>§f
T level as. well and solutions may emerge through urban/suburban coalitipns» AN

. _ ’ N
T S Tﬁ_ A discussion of loc;ﬁ educational programs must- consider four" .

' governmental systems: the. City of ‘Syracuse,- the County of Onondaga,’ the .
v _ City of Rochester, and the County of Monroe.. These four governments '
DA " sponsot most,public services in the greater Syracuse and ‘Rochester
eE . metropolitan areas. v, L Coe

L4 ]

- ‘.'..,‘, * | E (4 ) T / ) ~ L
- ; - Szracuse L \\\ R s ; L o ! NN
o The Syracuse City. Schog District, headed by an’ appointed ;
superintendent, 18 governed -by.-a’ seven-member board of - education ' *
electedjat-large. .Its‘budget is‘subject to_approval-bythe. City Board
' f?the mayor; “thie. presidant of tha, Syracuse 4
irector of finance (an appointee of . the'mayor),_- ,
The council, hoWever, L

]

T,

“o’possible modificatdons in the annual
cannﬂt‘altﬂr program levels or personnel

~“p

budget, that boa d?is perceived to have considerable authority over
L school district finances. This is one. of the basic underpinnings of a

."I_ -19-. " )
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. ' strong-mayor form of government and distinguishes it from other forms S
. of city administration such as city management. It is through this.
P . strong control over local finances that the mayor may impose the;jf v
o : aurhority of his/her position on vducational decisions. : ~5
o Aside from it3 fiscal limitations, the Syracuse Board of Education
T~ , ' possesses significant autonomy in day-to-day district ope tions and
‘ ' educational policy-setting. The board's historical concei&\io pre-
serving its. autonomy has resulted in litigation between itself and the
city. administration.; While this relationship has not always promr*cd .
_ cooperative efforts betwpen the boaxd and the mayor, it does surface A~
. periodically and may deter supportive coalition~building between the C
1';ftwe\a\thorities. In- Syracuse, ‘financing school-district programs ‘has
uridergone¢~a major evolution since the late 1960s. The school district:
has availed jtself’ of an increasingly greater proportion of the city's
annual capital _program (with the approval of city administrators, of !
: course). ‘As a. resulty. many “school district buildings and facilities
e " "have been renovated or replaced, generating a full range of opportuni—
b . ties for- staffing, ‘class scheduling, and administrative changes
' - Capital expenditure decisions in’ Syracuse must be approved by the City
" " Board of:Estimate and the Syracuse“Comm01 Council. Because of its = ° . ¢-
* fiscal dependnnce ‘upon ‘these other-. institutions, the Syracuse Board of
R fEducation ‘often: must share its policy domain with city administrators
Tl T ER and legislatcls._. R . £ g»., - Do ‘
. . S l . . K [ . '. .. - ~ - l
o The Syracuse City School District is administered by a superinten— _
. . dent who' possesses the usual appointive and program. responsibilitieq LT
« . associlated with the position. . Thel superintendent is supported by = . -
.. professional &dministrators who, fiore often than not,“havé attained - .
° thelr position thrqygh upward movement in the school district organi- G
' zation. . , - - Y SR IR
L '\ ) ! * . - ' )
The chief executive of the city is the mayor, who is checked by -,
the common council which has customary legislative povers. The common. “
council consists of a preaident and four members elected at—large,_m
together with five others“elected by district. Bonding ‘resolutions, = . &=
a' primary means’ "for:  funding large-scale facility improvements, Joust be -
vpassed by a two—thirds vote of the council % :

a ~—

w4

'

S e " Lee’ ‘Alexander was elected mayor of. Syracuse in 1969- . and was re- .
ATy ‘elected ip 1977 for -a third term.. Alexander -was the first Democratic -
o "7 . mayor.in many years and has, generally had’ a\Democratic-controlled L.
- couneil with which to work. However,uthe local Democratic’Party is
P " “far from unified, and the Democrats on the council have been indepen—
S i .dently minded not fparing to 0ppose mayoral programs and budgets on s

occasion. TP B Y S T e . \J g

[~

Although Syracuse operates under a strong~mayor‘form of’ government, \\"-

*'Alexander hds chosen not to become overly involved in the daily opera~ . -
.. tions of city government.. When he was firs€ elected, many politicos ' ~

_’predicted that: the young, photogenic mayor‘would soon be seeking . - "

' -higher office. After he was reelected for a second term, he ‘decided ‘ '

5'1.‘ -~
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to run for the U. S Senate.  Although backed by the state Democratic
Partxg he was easily defeated in the Democratic primary by activist
Ramsey Clark. Undaunted, Alexander .shifted his attention from higher -

elected office to professional ‘activities. He threw much of his energy
into the U..S. Conference of Mayors_ and, in 1977, was elected 1its.

‘president, the first representing a small-t o-medium—sized city

Understandably, all .of these outside activities have cut into the’
- time. that’AI"”nder personally spends on city business. To govern the
“Teity, Alexander has, from the beginning of his administration, delegated
broad authority to his department heads. By and 'large, his appoint-
ments have been based more on professional reputation, experience,
and. ability than on patronage or partisanship. . For example, his com—
missioner of finance is a Republican holdover from the previous addmin-

istration and is regarded as a master of municipal finance who has

helped to keep the city in a relatively strong financial position. Thus,
it can be said that Alexander has created a climate that very much
encourages independence.ana professionalism in his city agencies.

A the same time, Alexander's outside contacts have also paid.
dividends. He has tried to ensurxe that his agenciés,woukﬂ not have to
face austerity programs through/reliance on the city's dwindling tax
base. To obtain outside funds, he not only has personally spent a
great deal of time pursuing outside grants in Washington, but he also
has built a powerful office in City Hall to garner federal and state
funds: the Office of Federal and State Aid Coordination. Syracuse now' . -
relles on federal .and state funds for about 30 percent of its budget.
These resouces have inured not only to the benefit of the city operation,
but to educational programs as well

R

0nondaga County ‘

Sincs the early 19609, Onondaga County hae modernized its

“ﬁ”governmental operatlons... In’ 1961, the town-oriented Board of Supervisors:
- of .Onondaga’ County: that had serVed both as executive and as legislative .
i.branches was supplemented by an elected county execuiive with authority

" over. administrative departments.k In. 1966, the effect of popuiafion

'\”changes ‘and ‘related: reapportionment cases continued the modernization

. ::trend when the board of supervisors was replaced by the current: county
‘,Qlegislature.\ The county was' reappoationed and divided into 24 legis~

- ﬂvlative districts with equal populations. 12 withidﬂtne city and 12 out-.
.. side of" the city _In’effect, county government also has a "strong-mayor"
~;ftype of* government. »Budget procedures ‘for both units are somewhat

’The county legislature can make 1ine-item and'



year for school and other services comes from the same tax levy, the
 annual growth of which is limited by the New York State Constitution. -
< Large urban schools such as in Syracuse and Rochester face considerably
‘greater fiscal constraints than®do the smaller suburban schools in
. wdistricts which have a separate tax levy for school purposes. One way
C : to ease this competition for tax dollars between educational and non-
educational programs is to transfer the cost of basic city services.
to another jurisdictinn. For the entrepreneur seeking a share of
limited ‘local funds with which to incorporate his or her innovation,
this trend may, indeed, represent a clear opportunity.
M To a lesser extent than in Rochester and Monroe County, the spirit
of metropolitanization in Syracuse has been slowly shifting "traditional"
. _.-urban services toward the county. ‘A Aumber of socilal-service and welfare
R - programs, formerly left to the city and small towns, have been taken
‘“\‘ ' over by the county. -In 1967, public health, once a city responsibility,

' _became a county'function.; Environmental quality has come under county
jurisdiction. . More recently, data processing, the city zoo, the city
library system, and solid waste disposal have been added to the list of
functions being transferred from city jurisdiction. : : el

The most notable observation on the Onondaga County governmental
process 1s that most of these vast changed' in county government since
1961 have been overseen by a single chief executive, County Executive
John Mulroy. A farm owner who was previousz the supervisor of a rural
town, Republican Mulroy has:been the county's first and only county

' exeoutive, reputedly the 1ongest reigning county chief executive in the

\ nation.

\ \ )

‘ . \ Until January 1978, Mulroy had a Republican—dominated/éounty legis~
lature with which to work,.and this combination provided rélative '
stability and predictability in ‘county goverhment operations.In contrast

\ to/Alexander, Mulroy is an insider who oversees in detail the management

o - of county government. While many of his department heads are competent
proressionals such ag nationally known county engineer John Hennigan,
it cannot be said that Mulroy delegates much responsibility or gives
free velgn to his line officers. L On the other hand, Mulroy is regarded
ag a political progressive who, while maintaining the highest possible
rating for county bonds, has steexed county government towar growth and
. the acquisition of increased responsibilities.

-

. Rochester ‘ IR
In FY, l979-80, Rochester's budget stood at about $297 2 million

($116 8 million for education and $180.4 million for gemeral ciry purposes )
In charge of these expenditures is a city manager. Rochester adopted
the council-manager form of government in 1928, one of the first large
cities to do so. The change in goVernment was:a classic example of the -
good government" movement of the early 1900's, George Eastman's
Bureau of Municipal Research was: a strong influence, but the adoption

22~
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for a bitter intraparty split in the local Republican Party. Party
leaders, both Democratic and Republican, were opposed to the change
in the structure of government and attempted to overturn the decision
of the.voters in court. Although the council-manager form of yovern--
ment was upheld, the court struck down nonpartisan city elections.

‘The relatiomnship between partisan. elections and the city manager
has been a continuing issue in Rochester politics. Whether the city
.manager’ form has brought "professional administration" to Rochester, or
at least more professionalism than in cities without the council-manager
form, is certainly open to question. Since 1928, there have been 13
city managers who have had an average tenure of less than four years
each 26Although ‘one manager in.the 1940s lasted: thirteen years, many
others stayed a very short, time, probably making the establishment of
routinized management procedures very difficult. Whenever party-con-
trol changed at City Hall, the manager was sure to go. The same often
held true even when the leadership of the party in control changed.
Partisan influence over city managers was maintained moreover, by A
choosing most managers from in-house candidates. Some of the early
managers were civil engineers, but only Porter’ ‘Homer, in the early
1960s, and, recently, Elisha Freedman have been professionally
trained public administrators.

Thq\drawbacks of Rochester's council-manager government have been
" pointed out in a recent proposal for a new Rochester charter.27 Tor
example, it has been difficult to make long-range decisions. The
_ nine-member’ city council ‘often becomes involved in administrative
decisions, including personnel and labor relations. Policy has tended
to be set in reaction to-crises. Councilmen have held informal veto
power over departmental appointments even though the manager, in theory,
has full authority.. The policy-making tension berWeen the manager and
the council has, in-addition, not been ameliorated by the mayor, who has
few official duties other than presiding over the councii.?8 In sum,
one study of Rochester s government concludes.

The council—manager system as it exists in Rochester has
" .a substantial weakness in that there is no unified policy .
, leadership..,_he position of mayor, as presently consti-

tuted, does not provide the power necessary for strong

policy leader'hip.; Further, ‘the fragmented council, with

Las

and individuar‘motivations, has not provided a stable basis.
“of support to:.the manager for constructive, longer-range
: programs or: quality administration « + s « The city fnanager
"~ is in- the ‘difficult position of having his efforts divided
~om ‘both' administration and policy--with insufficient time
=to spend on either function.
. [ ’ )
. In spite of these limitations, Elisha Freedman (who was city
' manager prior: to the. appointment of’ the current manager, L. Joe Miller)
" has ‘sought and-was accorded increased authority, especially-in making
. .appointments.5~For example, he: convened a panel of respected fire
f,‘chiefs to interview~ andidates for fire chief The International




Association of Chiefs of Police, similarly, was. consulted on the
selection of a police chief. 'Freedman also overhauled Rochester's
Department of Public Works ,- which was, generally agreed to:be inef-

. ficiently operated and bloated by patronage. ‘Employment in the
“Department of Public Works has. now been reduced by nearly one-half.

I

At lease part of the reason for the recent ability of the city

‘ manager to play a larger role is the declines in the power of organ-

_tempered, of course, by Rochester' s particular type of gover

ized political parties. As noted earlier, Monroe County voters have
not remained loyal to their party candidates. Moreover, patronage

jobs .have steadily given way to civil service appointments, and the
importance of "ward politics” has been eclipsed, a victim of legis-
lative district reapportionment. Party  politics, instead, appears to
have given way to the politics of issues, and interest groups in '
Rochester. have replaced political parties as the major political actors.

' In education, as vell'as in city policy developments, Rochester, to a

greater degree than Syracuse, hds seen participation of -a number of
strong interest groups, ranging from a politically active chamber of
commerce to public sérvice and neighborhood—centered associations.

The relationship betWeen the Rochester Board of Education and the

. T elty administration is“similar to that in Syracuse. The board main-’
. tains its autonomy in day-to-day affairs and is fiscally dependent

upon the city for local resources. - However, Rochester -does not have a

"board of estimate;.and its city council, accordingly, possesses greater

budgetary authority than its Syracuse counterpart.

Coalitionrbuilding between school and city officialstwi%;{be )
ent. The
city manager derives the. authority of his office from the: common council.
The manager may be cautious in considering fundamental changes in
policy\so as to ensure a continued, favorable relationship with the
council. In Syracuyse, the mayor derives his authority from the elec-
torate and may be less. dependent upon council agreement. This differ-

_ence, of course,.only has significance for those|issues that need to

be submitted to the council for its formal consideration.

‘Monroe County

Following th lead of Rochester, Monroe County appointed a
county manager in 1936.7 At that time, the county's legislative body

"was the board of supervisors, and county managers tended to be chosen

from the ranks of the supervisors. Unlike the city manager, however,

. the county manager was'appointed for a four~-year term. In 1965, the

. board of supervisors was replaced by a county legislature, divided into

29 legislative districts of which twelve are located in Rochester.

: Although guaranteed a four—year tenure, the county manager has
always been subject to intense partisan pressure and has been hard-
pressed to provide independent leadership. In the county, governmental
leadership usually has been exercised either by the cqunty Republi&anv
chairman or by the legislative majority leader.

ERR YA




Political pressures notwithstanding, there has been.a long-
standiug trend toward consolidation of ‘urban functions at the county
level in Monroe County.. Indeed, Monroe County has been a leader in
New ‘York State in this regard. While the growth of county control over
- former city functions did not begin until the 1960s in Onondaga County, .
transfers. of functions from city to county government have been occur- ¥
" ring in Monroe County since the 1940s. At an earlier time and to a ¥
greater extent than Onondaga County, Monroce County. has moved closer to

a truly metropolitan government. )

Local Government Finances

' The-availability of local resources for incorporating innovative
programs into the educational- system is an important element in deplct-
ing characteristics of the decision-making processes of both Rochester
and Syracuse. Neither city has wholly escaped the fiscal corstraints
often associated with the declining status of older, northeastern
cities. Yet, both may have escaped the extreme symbols of decline
through service cutbacks and increased reliance on state and federal
resources. :

/ \
During ‘the 1970s, tne fiscal condition of Syracuse ranged from'
/.,severe distress to moderate stability.- -In 1970, the combined city and
.~ gchool district budget stood at $62.3 million: $29.4 million for educa-
- : tionalspurposes and the remainder for all other city services. The 4
' ' budget was supported by a total tax levy of '$25.8 million. The levy '
o for school -district ‘purposes was $15.3 million,' or 60 percent, requiring
.:/an ad valorem tax rate of $35 83 per thousand assessed valuation. By
5/ 1979, the school district s share of the tax levy had increased to
82 percent, while ‘the: city- services portion of the tax levy had declined
. from.the. 1970 total of $10.4 million to $6.4 million in 1979. The
¥ commi tment of local ‘tax . rasaurces for school purposes increased sub-
'f*stantially during this period ) R

- Not all of the growth, of course, represented 'new' money for
*finstituting new program initiatives.- Most can be: attributed/to ‘cost
increases: for traditional educationsl programs - resulting from inflation
and’ higher negotiated,salaries. 'However, part of the increased. availabi—'

et

-,»lity of local resou es to-meet school district needs\was ‘designed to . 7
,_“ffaddress ‘the growing concern: that. educatiPnal ‘fdcilities in Syracuse were -
-.outdated and in deteriorated condition, - .Between 1970 ‘and" 1979, total.
And “school’ construction, rehabilitation, -and related.
improvem nts grew:343; ‘percent.: The intensity: of these activities
:created nique opportunities for programming and scheduling which had




= J;Rochester arehgaining more people who require Se;ViCéS but are. not as

2
] o

~Coalition—building in 1979 may be more complex, as educational adminis=- .
trators.must solicit support and "1imited commentary from common councilors =
to implemerit building construction and improvements. To the extent that

* these improvements generate opportunities for program change in the
educational systemy city legislarors may now be more actively involved

in program deé¢ision-making within their school district

In Rochester, school district dependence upon local resources

reflects a somewhat different pattern. The Rochester tax levy for
school purposes in 1969~70 was $26.9 million, or 54 percent of the total
combined city/school district levy., By 1978-79, the school purposes levy
had grown to $45 3 million, but represented nearly the same proportion
of the total levy; no real shift in this principal local resource had
. occurred. However, the range of local revenue available -to the Rochester:
. City. School District is larger than in Syracuse. The Syracuse City School
District allocated a total of $31 million in local support in 1979. The ‘
property tax levy represented 97.1 percent of that total. In Rochester, -
the city school district received an estimated $76.3 million in local
assistance during the same year, but only 59.2 percent consisted of
property tax dollars.> Many of these ‘revenue sources appreciate modest,
natural annual growth without administrative or legislative action

(i.e., the Rochester City. School District receives a greater proportion

of iocal sales tax than does Syracuse). Unlike Syracuse, where reliance
upon the property tax compels a return to the common council each time

a major increase in local funding is requested, .the Rochester City

School District may have more internal flexibility to fund innovations
witnout having to call upon legislative intervention for approval.

Population Characteristics
. P

‘Both' Syracusa and Rochester are declining in population, while
the populations of their counties are on the rise. The U. S. Bureau
of the Census cites that, in 1960, the City of Syracuse had 216,038
people and Onondaga County had 423,028. By 1970, the city had a popula-
“tion of: only :197,297; ‘and the ‘county had grown to a population of
"-472,835. - Similarly, in 1960; Rochester had 318,611 people, and Noanroe
County had 586,387. By 1970, Rochester had declined to 295, 011, and
Monroe County had'spurted to 711, 9l7 (see table 3.

: During the same period, the composition of the population
changed. In 1960, the City of Syracuse had 12,281 non-Whites, or 5.7
percent, compared .to 23,597, or 12 percent, in 1970. The shift in
Rochester is even wore dramatic. The 1960 count of non-White minorities
was 24,228, or 7.6 percent. By 1970, the proportion had grown to
52,115, or 17.6 percent ‘ ' ' N :

As the population has changed racially, it has also changed in age.
Senior citizens ‘have tended to remain in the city, keeping ‘their homes .-
or apartments in. established neighborhoods or, moving into hew, high-rise;
.-apartments. Each of the cities 'has four percent more’ people over 65°
years of age than do their counties.. In short, both Syracuse and -

ulations have been (See table 4, )



\ Table 3 .
POPULATION AND PER CAPITA INCOME
‘ _New York " Monroe ‘Rochester Onondaga Syraéuse
State County 1 County ..
1960 Pop. 16,782,304 | 586,387 318,611 423,028 216,038
197C_Pop. 15,241,391 711,917 295,01; 472,835 197,297 .
11975 Pop. 18,0753487' 708,642 | 267,172 472,708, | 182,543
% Change " y - : .
- 1960-1975 ~+7.7% +20.9%| -16.1% +11.7% -15.5% "
1960 . Income 'f§236 , 2295 .2068 2132 - - 2152
1970 Income 3608 3821 3238 . - 3386 3158
-1975 Income 4903 5311 4335 4591 4123
% Change . R SR " _ . S ’
1960-1975 101.4% 131.4% ) 109.6% 120.0% | "91.6%

Sources:’

U. S. Bureau of the Census.

-

County and City Data Book, 1972;

and Population Estimates and Projections series, P-25, No. 680

£3th Census.;

May 1977. .
( _ Table 4 ‘ .
s ) ' POPULATION 'AGED OVER 65 YEARS :
(Percent.gf ?opulatiqn)

,-:v-";9s’d*]‘f | 10 ] ca970

o ”'10}8_.‘ - 9.7

: 95 o 9.3
b T2 13.0 -

County and City Data Book, .- . . .
County and Ciey Dake Book, . -
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These trends in urban population counts and composition precipi-
tated a fundamental change in the characteristics and size of:student
populations in Syracuse and Rochester. In fall 1966, Rochester had a
total public school enrolimen of 45,586 pupils, while Syracuse had '
entoIled a total of 30,103. fall 1976, enrollment in Rochester had'
declined to 4l 003 (~10 percent) a&d in Syracuse, to 25 150 (-16 percent)

<
|

The composition of student populations in both cities has. also . !
ndergone significant chaage.' The minority portion of student popula-
tion in-Rochester increased from 17,090 students in the 1970-71 school \
year to 22,064 in the 1976-77 school year, or an increase of 29 per- \
cent. In Syracuse, the minority. proportion of total student population

for the 1970-71 school year was 25-percent (7,411 pupils). By the
1976~77 school year, the proportion had inecreased to 35 percent (9,166
" »pupils) for a’ total gain of:-24 -percent. These changes in student
populations in:both- districts was not proportionately matched by a |
reduction in per—pupil costs. In the 1966~67 Rochester. school year,’
expenditures per. enrolled. pupil were $770. Expenditures, per enrolled
pupil. £or the 1976~77 Rochester school year had risen to $2, 022, or by
.163. percent. Similarly, per—pupil expenditures in Syracuse had increased
. during the same period from $73l '(1966~67) to $1,618 (1%76~77), or by -
_\121 percent. Per-pupil expenditures in Rochester during this period

Even over this. short period for which data is available distinec-
‘tions- between the two districts can be found. .The- Rochester City School
District has become ‘more coutly on a per-pupil basis: and has exper-~
- ienced a larger growth in»minority population. - These trends have
occurred at the same time that toLal enrollment declined.

i

o

Personal Wealth
. The change in the character of the general and student populations
S in the Rochester and Syracuse City School Districts has paralleled a
50 o relative decline in personal income. Monroe County 1is a wealthy
B ©  county’ “(see table 3). Some of: the Rochester suburbs, especially
© Brighton and. Pittsford are among the wealthiest in' the nation. Per
capita income- in Monroe County was" $400 greater than. that of New York .
i . ~ State by 1975.—3In- contrast, per capita income in Onondaga County was
RE . - $200 less than the state level, but was cloeing the gap. The cities have -
o less per capita income than the counties,rand the income difference is
widening (see table 5). ‘In 1960, per <capita income in Syracuse was
* larger than that in Onondaga County. By 1975, per capita income in
Syracuse was 88 percent of the county's. The situation in Rochester is
equally striking._ The income differential between Rochester and Monroe
County is 18 percent. - . } L
Similarly, table 6 presents per capita data on. taxation, debt, and
_expenditures for. the. two areas in 1965 and l974.» Items one to four
-show that the . two cities ‘are ‘more hard-pressed financially, than are
_the counties. . The cities have often approached all of their maximum




=z Table 5

2]

CITY POPULATION AND INCOME AS'A PERCENT OF COUNTY POPULATION AND INCOME .

TR : P

f A o : ©1960 . |° 1970 ~ . [ 1975
. o Rochester/Monroe Co. | - S " ‘
l | Population \ .54.3 © 4.4 37.7
: ' " Per Capita Income 9Cc.1 = - 84.7 81.6
Syracuse/Onondaga Co. L N , .
- : Population. .| ‘s1.1 . | ° 417 38.6/
IS : T Per Capita Income |. 190.9 . . 93.3 87.9
I .
Table 6 _
- PER CAPITA TAXATION DEBT, AND EXPENDITURES i
_ , l_ _ NYS Counties
Monroe | Rochester.| Onondaga| Syracuse | Outside NYC
1 A T — - )
_ Property Tax : : ' .
[ .1 Authority 1965 82 117 : 75 109 . 83 .
) : 1974 125 247 - 102 ‘146 123
TR Property Tax' o . B : ' j
o -~ ' | Levied for ' ‘
e : County{City)

Pu:poses . 1965 44 . 117 42 ~103';m—. ' 41

s 19740 87 242 | 71|13 | 82
3Constitutional [ a : -
Deb: Limic 1965 : 392“

335 | . 391 - 189

~
o
™~

. . .
-

. 1974 f¢551, .- 601 7 439 | 481_._ . - 556 .
4Débt: o f'-'_‘. 1965 "106 223 - . 84 148’ 73
» RIS 1974 317 808 - 346 | .. 243 272
B 5 ) - I o , S P
" General Current E ’ ' S R .-
Operations = 19 96 76

'262”

ids subject to the stace s

TR

?
b

=
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e

Aruitoxt provided by Eic:



property taxation authority as determined by - the Vew York State Consti-
tution. The!Rochester area is also more heavily taxed than is the |
'Syracuse area. The City of Rochester has peen ‘especially hard-hit
- with: increased property taxes‘in the past decade. : f

J
D . 'l:

Per capita debt has uramatically increased since 1965 in both
areas. Both counties have outpaced the upstate average, with Onondaga
County having overtaken Monroe County. - The: biggest probiem is in
Rochester. ~ Its per capita debt has increased almost ‘ourfold While
Syracuse and - -Onondaga County have remained. well below their debt limit
‘as set by’ New York State, Rochester has kept below its ruthorized
debt- ceiling only by resorting to types of bonds that are exempt from .
the debt limit. _ // .

;-

—

Consequently, items five through seven show that/éochester must now
spend almost three times per capita more than Syracuse on debt service.
. The City of" Rochester outspends Syracuse_on generalt;perations and
e capital requirements, but Onondaga County -government//spends more, per
S apita than Monroe County government.. As is the’ case with per capita
. ' ncome, the disparity between Rochester and Monroe County, compared to
Syracuse" and Onondaga County, seems to be. increasidg. In Rochester, ta
a greater degree than in Syracuse, the poor are g tting poorer, but are
being charged more for lccal government services.7 '
o _ M
Industrial Influence v : i

] .
/ . -

“Both" Syracuse and Rochester have, been shaped significantly by
industrial and teghnological growth. In Syracuse, natural brine wells
N _at the foot of Onondaga Lake provided the city with the resources of &
one -of  its firgt industries, the Solvay Process Company.. The Allied,
o . Chemical Corporation, of which Solvay Process is now a subsidiary, is'
= " . still dependent: upon salt brine deposits in/ he area for its chemical
’ . production. The china manufacturers of byracuse also use local souyrces
of .supply. . However, most industries are- 1ocated in the Syracuse area
.because the general business environment is good for industry.. T v
/ . :
Syracuse is traditionally a manufacturing center. One-third of
its employment today is in. manufacturing (see table 7). With the
*-national growth of industry in the 1ast /few decades, some former
Syracuse industries have been taken over by large corporations such as
~ the Carrier Corporation s merger with ,United Technology. Syracuse is
also home ‘base for-a few, big companies such as.Agway, Inc., and Crouse-
Hinds Company. -Other: firms (e.g., the - General Electric Company), attrac- .
ted to the area by a good industrial climate (e.g., skilled labor, power,
water, transportaticn, proximity to ‘markets), have ‘chosen tc locate
plants in the Syracuse area, .but their loyalty to the city has declined
over .the years.. As industry has expanded and needed 1arge§0facilities,
it ‘has spread to industrial parks’outside the city 1imits. }

G

There is enormous diversity in the industry of Syracuse and Onondaga
County. Greater Syracuse is represented in all standard industrial ’




; . . Table 7 .
' fPERSONAL INCOME FROM WAGES ANRD SALARIES 1972

(percent:og total, by_secto;)_

!

N Upstate N.Y. .Mon;be . ' Onondaga

‘fhrdé .3 1 a
Eiébntract.Const%uction 6.5 ,': '5.8 6.4

Manufacturing _ 31.1- 56.5 3o.1
._ fmmlesale and Retail Trade 15.9 | 12.0 17.7
:;Finance, Insurance, and ‘ .

"Real Estate 3.9 - 3.5 5.3
‘;Iransportab;on 3.2 © 1.6 4.3
. bommuniéation and - »
' Public Utilities 3.2 ° 2.5 4.0
i Services ! 13.4 11.7 . 13.2
.:gqvexnment - 22.2 12.0 ' 18.5
| other Ao 4 X

‘Yearbook, 1974

,a; fNew York State Divisicn of the Budget,'New York State Statistical




‘categories used in the Census of Manufacturing. As there are ‘many
large companies in the city and county, DG one company plays\a dominant |
- role in the overall local economy or in public-service planning.
Some'.of these' companies such as Bristol Laboratories (pharmaceutical),
.General Electric, and Carrier could be classified as r¢latively
b ... sophisticated from a technical standpoint

, In additiom, Syracuse University influences the ‘general ambience

. ‘of the city. The university is the third largest émployer in the
ks , metropolitan area. However, while thé financial impact of the univer-
S ' - sity on the commugity has been measured, it is more difficult to-discuss
RO - the social, political,- cultural, or technological -impact. Cooperative

~ ventures of a formal kind between the university and the city are few,
\ although the informal contacts, through graduates who find employment
4 and individual professors who consult, may be important.

\ ,
\( As industrial technology has' influenced the evolution of Syracuse,
Bit has also af*octei Rochester,. perhaps in more striking ways. Roches-
ter's basic indtatrial pattern was set in the late 1800s by a series
' of inventors. “Zilef among ‘these was George Eastinan, whose experiments
~led to-the eventual development of a flexible, paper-based £ilm to
' replace glass photographic plates. In the 1880s, Eastman produced
" the first small box camera intended for the mass market. Mass photor
- graphy became more and more popular. Eastman increased his company 's
- position by acquiring useful and petentially conflicting patents, and
photographic inventions streamed from Rochester. By 1927, .Eastman
Kodak employed 7,000 and had its own industrial park consisting of
C12) buildings _

“The influence on Rochester of Eastman and the company he founded is-
incalculable. Until his death in 1932, George Eastmar himself towered
. - over most aspects of 1ife in Rochester. He heavily endowed the Univet-

. sity of Rochester and the Rochester Institute of Technology (RIT) ‘He |
built up the Rochester Chamber of Commerce and the local YMCA. He
established the renowned Eastman:School of Music and built a magnifi-
cent Eastman Theater. He also spurred government reform by establishing A

1 a Bureau of Municipal Research

e - ]

; Throughout the_twentieth century, Eastman Kodak has dominated
Fployment in Rochester. With current employment at about 52,000,

Kodak provides about one-third of all manufacturing jobs in the five=
county Rochester area and, roughly, one-eighth of.all. jobs. Each
spring, the local economy receives a boost when Kodak distributes its
wage bonuses to employees. These bonuses, in recent years, have '
reached about $100 million, annually

N

")

6ther Rochester industries are also ‘based on high technology Xerox
{Corporation now- employs approximately 15,000 in Monroe County. MHost of
,its/growth occurred after the development of xerography in 1960, (The
_precursor of -Xerox began in Rochester about 1900.) . Bausch and ‘Lomb, .
' fmakers of optical equipment and lenses, began as the small’ shop of two -
/nineteenth-century German immigrants. Sybron Corporation produces ’

o /, .
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o through the various stages of decision-making

o

Taylor instruments and Ritter dental equipment. General Motors.employs
about 9,000 in Mcnroe County at its Delco Division (carburetors). The .

. generally godd economic health of the Rochester area recently has thus

been due to a dependence -on indusiries that have been prosperous,
especially photography,_office copiers, and automobiles.

As in Syracuse;Onnndaga County, rapid suburbanization occurred in
Rochester/Monroe County during the 1950s and 1960s. This included
industry as well as housing and retail outlets. Kodak has spilled
over .into the adjacent suburban Town of Greece. Xerox moved 1its
principal manufacturing plant to neighboring Webster in 1958. Graflex
and Strasenburgh, two.other large employers, also moved to the suburbs
in the late 19506s. As these industries prospered during the 1960s, the

_ stage was’ “gset for the rapid population growth of Monroe County, all

of which occurred outside the City of Rochester. As in Syracuse, the

‘turning point came about 1960 when, for the first time, more assessed

property valuation was found outside than inside the city.

" The high-technology climate of Rochester is supplemented by the
presence of two technically-strong, ‘academic institutioms. The §
University of Rochester, though not as large as Syracuse University in !
terms of .student enrollment, is one of the most heavily endowed universi—\
ties in the nation, thanks to Eastman and other Rochester industrialists.
The university's reputation is in basic medical and optical research.
Rochester Institute of Technology is. a nationally known engineering
school. In the late 1960s, it moved into a new $50 million campus on -
the outskirts of Rochester. Joseph Wilson, the late head of Xercx,

was a prime benefactor.

Policy-setting both in Syracuse and in Rochester has reflected to
some degree- the development -of high technology industries is each
community. . Recently, ‘there have .been conscious attempts to use that

.‘-technology to improve the delivery of educational snrvices.

While each innovation studied in Rochester and Syracuse is interest—

1‘ing in its own right, ‘more significant value lies in our ability to
'”extract conclusions ‘about- its impact on deci fnn—making capabilities.
‘Rarely can:a decision be made’. in a vacuum. ‘va:iubles ‘external ‘to the

organization oftén. shape the" development of new ideas as they progress

\ . : ~
The organizational 'mowth of local educational programs may be

‘conditioned by environmental responses to the\seuerity of a known

ggfproblem and the altérnatives: selected tn resolve it.: 0 er, . time, the
,ﬁvsuccessful entrepreneur is’ likely to become increasingly aware of these
" .responses .and . will Morghestrate” his or-her idea.through:the maze of - /
B Fenvironmental ’arisbles in such ‘a fashion ag:’ to - assure the maximum o
o jprobability of success. i : e /

SN L
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Success begets success. Failure is discouraging .’A learning

. process occurs, and those gtrategies employed in the past to carry

an innovation through to incorporation are likely to be repeated in

. the future'if they are perceived as! useful in. improvingven innova~:

'~ tiom’s chances in the decision~making: environment.
the settings in Rochester. and Syracuse is useful in distinguishirng the
differing types of innovations that have emerged and the "selling"
strategies ed to secure .their adoption. 'Subtle différences in social,
economic, ang\golitical conditions may explain differing responses

“in Rochester and. Syracuse to similar problems {(i.e., racial balance .

¥ . igssues’ and\inf tion processing).  The uniqueness of solations

- 1”posed and ‘the adoption processes developed are no doubt partly a
" resulf of the di ferences in urban settings in the two, metropolitan
communities. -

An understanding of







IIT. CASE SUMMARIES OF INNOVATIONS

\
P o

’ What'followa'are’hrief sumaries of the ten, fully-documented
‘case histories provided in Volume II of this report. In order to

-render this.volume of the report a self-contained document, we have

included these .case summaries- for easy reference by the reader

" primarily interested in our project analysis and conclusions. Case

summaries. are provided . for each of our eight original cases of educa-

. tional innovation ‘conducted in. Rochester and Syracuse, as well as
-for our two "regidual" cases,. following up on earlier work for

the National Science Foundation.
: AN "
_ The cases and the authors who originally prepared the full-
length histories for each case are listed below.

A} Adaptive Innovation. The Syracuse City School District and Educa—
" tion for: Children with Handicapping;gonditions, by J. Barron Boyd

C,B,;CoAputer Technol_gy in the. Syracuse City School District, by

-‘gElma B Bono

{ vC;?The House Plan in the Sg_acuse City School District. Managerial

IInnovation in a. Single School, by Thomas A. Doraey/

os*D}sﬂhgnet Schools in the Syracuse City School District, by Andrew M.

Aruitoxt provided by Eic:
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- E;ﬁMetropolitan World of Inquiry School .(Pait of. the Urban-Suburban

-;Interdistrict Transfer Program i Rochester/Monroe County) by
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T AL ,Adaptive Innovationé The Syracuse City School District and
S ° Education for Children with Handicapping Conditious

In'l975 and.l976, federal‘and state laws mandated that certain
types of education be provided to all public school children with

."handicapping conditioms." Two basic points made in these laws were

that a "free and appropriate education be provided for each ‘handi-
capped child in‘the district between the ages of 3 and 21," and that
such. education be provided in the "least restrictive environment.'

In response to these two principles laid out both in federal legis
lation (P.L. 94-142) and in state law (Chapter 853 of the New York
State Education Law), the Syracuse City School District's special
education effort involved the following° ‘ '

(1) location of children with. handicapping conditions,
(2) evaluation of children with handicapping conditions;
(3) placement of children in the proper programs;

(4) the educatiional programs ‘themselves; and

- (5). guarantees of. due process for children and parents.

In theSe ways, the Syracuse school district set forth highly specific

'T*;measures to. comply with the legal mandates. In implementing these
.”"innovations," the Syracuse City School District had little choice
',vand little latitude about the: specifics of the new procedures.

However, in. devising programs for specific groups of handicapped

'children, the district enjoyed greater latitude. The district was not.
" given specific, detailed instructions as to how to structure its

programs for children with handicapping conditions, ‘and it is therefore

‘in these programmatic. innovations that -true innovation from district
officials emerged:— This type of case, which can be labeled "innovation

from above," is a good example of; how the politics of "forced innova-
tion," so to speak, occurs.,

The efforts of the district beyond that which was mandated for
handicapped ciildren included the following '
Y (l) a summer program for adolescents with learning disabilities,
designed to prevent a regression in learning skills during
the summer montha--established in 1979;

(2) a special program to integrate autistic children'’ and ch11dren
.without handicaps: ("mainstreaming" autistic students by using
innovative, pedagogical techniques)-xestablished in 1979;

(3) a series of special classes for the developmentally delayed\
"in an attempt to provide the developmentally delayed with a
particularly rich learning environment and ‘

(4) a heavy emphasis on\student participation in the Special
Olympics, sponsoring local competition and supporting local
participants who qualify for the National\Special Olympics.

e | \




i.'School district awareness of the problems of . educating handi-
capped children predated the federal and state mandates of 1975-1976,
and .the distript had had a series of programs to deal with these
.students for many years. However, the new laws called for program-
matic innovations considerably expanded from existing programs,
especially in terms of: the type of programs offered, the scope of
"the .programs, the number of students served, the methods for identi-
fying and processing students, and the guarantees of due process both
for students and for parents. ' :

. The mandates were certainly catalysts for the district to_ look
] ‘anew at. the problem; and those in the district, both bureaucrats

and nonbureaucrats, who had been concerned with the problems of
handicappad students prior to the mandates, welcomed the new federal
and state laws in that they forced officials to review existing
programs and to take action where the need existed.

The primary actor in the 'search for alternatives to conform to

. the. legal norms was the director of Education for Children with
]Handicapping Conditions, H. Thomas Clift. . As the major actor for the
f,development of adaptive innovations, he had responsibility for planning,

. “administering, taffing, and directing the adaptive-process. In ’

- addition, Superintendent Sidney Johnson played the role of a powerful
advocate. of the programs ‘as. they developed He supported Clift and

‘his- office" and defended their efforts before the school board, 'although
‘the Syracuse Board of Education exercised -authority over t the direction

" of all new programs. o o o S

HOWever, very little public debate over the programs took place

- at. board’ meetings, probably due to the following reasons: (1) Super-
intendent Johnson 8- active and supportive stance; (2) the mandated
nature of: the programs, '(3) the availability of outside funds to

‘support many of the’ programs, and (4) the broad base of citizen support

- for the innovations.., , : :

R The search for adaptive innovations was guided primarlly by three
f,factors, (l),the,provisions of the state mandate which specified many

ndividuals, both professionals and private
the issue, and (3) the desire to

'fthe summer program for learning‘disabled adolescents and with' regard to
'_1ntegrating aut*stic children with nonhandicapped ‘studénts. (The
*catalyst for’ this ‘came ‘from- professionals ana varents associated with
~_Jowonio- The Learning Place )”‘,.\ T




;

Very little dissent arose as Clift s«open decision-maki style
proceeded to include the various lements of the interested ,Community.
" Thig 'case is singular in that there was virtually unanimou consensusﬁw
on the part of those involved in' the process, that their xiews were !
'solicited by entrepreneurs Clift and Johnson, and that they were
listened- to and seriously consideied.. Only slight iss e was taken with
‘the speed of the district's action on the Jowonio’nzgotiations and with
the priorities of the district in/ their particular area of concern.
Most ‘external actors agree that their advice had a/substantive impact
- on the policies ‘eventually enacted by ‘the . districé This "grand /
. n coalition" of -professionals, district officials//and parents gave an
.'5\\"_‘en ous impetus to the momen #um .of . the programs. In addition, the
S ’availability of - funds ‘from ﬁth state and fe eral government made the
~programs: particularly palatéble to the district since it meant no l.
diminution of the share of/funds to be. all cated to other recipients.v'
: P s ! \
vf&»' T This case of adap' ve - innovation,' or "innovqtion from above,"
' suggests several conclu'ions - The fact that change was ‘mandated from -
. the: federal and’ state governments engured that innovation would occur.
Thus, the basic political question Of whether to change things! was
avoided," ‘as was, ‘Vdissent which/inevitably surrounds such a question{
Attention then'turned ‘to ‘how’to . ,Anstitute-the specific innovations f
demanded by law.. By shifting the discussion to a- question of "means"
rather than ends,.ﬂincreasing weight .was given to-the' opinions and
suggestions’ of ‘both professional and lay "experts" who came to form a
supporting coalition in the/area of handicapped education..

4

It is also doubtful that the: district would have been so successful
in its programs. for handicapped children had not the finances been (
available - to support many of these efforts. Many of the innovations
were paid for by local funds, but enough state and federal money was
available to make, ‘the cost of innovation acceptable to the board and _ v
to city officials.'\In addition, a particularly noteworthy aspect of . .
the. financial situation was that some of the state funds allocated
.went directly/into the general fund of the city. Therefore, besides . -
funding some of the’ Specific programs, the availability.of externmal ‘
_ funds helped to expand the’ financial base of the general- program and - = -~
thus avoided creating a competitive environment within the grand L T
coalition where different groups might have contended with each other
for a/piece of the financial pie. The scope of the coalition, the
intensity of ‘its: involvement in the district's decision-making process,
and its stability were’ helpful in supporting ‘the innovations at higher
levels. A .

R T ‘ . i
// . Whereas all of - the above factors were important to the success
< of the programs, ‘it appears that the most crucial feature of the inmno- \.
vation process was the quality and nature of the leadership. "It seems Vo
A . _ that the district's bureaucratic leaders used the mandate from above\..\’.
';’\ as.an. opportunity ‘to institute innovations in exXcess of simple com- | .
pliance ‘with the mandate. Clift (supported by Johnson) ,-with his open \
o ; decisionomaking style,: involved community members and made those parti- |
S cipants feel'that their ‘nvolvement was efficacious: Coupled with the \
1

.......
...............



‘”presumption of good faith that these leaders conveyed this open
“"decision-making style kept intracoalition competition to a minimum,
 kept® it stable, and thus gserved as a powerful source: of support for
- the. innovations. :

~x.

i Computer Technology in the Syracuse City School District

. Computers can serve several functions in the educational environ-
ment. Used in an administrative capacity, they can perform the
transactions necessary for smooth fiscal functioring: payroll,
inventory, personnel: records, and auditing (business functions); and

o class scheduling, student- admitting, grade reporting, student attend-
« '  ance, and transportation scheduling (student-related functions). In -
an instructional capacity, computer usage can take several" forms'
. computer science .courses; computer-aSsisted instruction (central to
the concept of individualized learning for remedial or tutorial pur-
‘_poses), and : computer-managed instruction (the ability to monitor,
. assess, . and prescribe for the needs of students) ‘Computers can also
be used as a. problemrsolving tool (e.g., to solve complex mathematical
‘problems) and employed in specialized information management to store
and retrieve’ large quantities of documents (e.g., guidance and
aoccupational information fqr students) : . :

L The Syracuse City School'District has had two separate computer
5j.facilities.;one for instrncti al purpases at Central Technical
.-+~ Senior High' School “and one: for\administrative purposes ‘at “the Data'
‘ »“WfProcessing Center. :Ea hfis ‘opedated separately. The Central Technical
's‘\_;facility fulfils the requireme ts, of teaching computer science and
- computer-assisted instruction or ‘xemedial. mathematics purposes and |
{jto complement ‘the regular curri ulumac,Computer-assisted ‘instruction ’
. was. initiated in the’ ‘distirict. 1& connection with federally-funded
.‘jremedial"mathematics labonatories in the sg¢hools; and federal. funding L
- has been-vital:ito: the continuance of computer~assisted instruction. o

unding : ,
dditional" terminals for qualifying schools.




. N A ‘ )
'IHigh School and a computer technology course became part of the
" curriculum of the school in the. l9605. It was the first such course

| ",in Central New: York

L During the first three years, the focus of the course was on
technical training in- the electrical and mechanical-operations of
i'the computer. ‘A'shift to a. focus on software came about, not as a
Pange in educational- policy, but:because of the nontechnical train-
~ ing-of a néw teacher taking over the program.+ Such restructuring of

Jcourse content. might be said to have been fully incorporated into

! f:the program offered by: Central Tech when an HP2000 computer system,

*acquired in 1972, ‘allowed an’ “expansion of data-processing teaching.
- The course continues to be offered as a computer science _course for
';vocational training.,,_f"‘ :

Computer-managed instruction was one of the innovative uses of
gnew technology espoused in the Syracuse campus: plan. When this plan
" was' fading-from the'scene in the late 1960s (partly as a result of its

“itechnological innovations), the idea of us*ng the computer for indi-
';gvidualized learning in a different ‘fashion was .quietly being explored

‘,fin the: city school dis*rict.. Lawrence Page was very. much aware-of o .
..social’ conditions impacting on the. educational process,in terms of R

';]lstudent unrest and.'ducational ‘performance. As a computer science
. -*teacher, he sought to: “lend- his ‘area of expertise to coping. with these
=fproblems.‘ It was: at’ this point ‘that. he ‘assumad. the role~ of ‘key entre~-

_“fpreneur for- instructional computer use, a role’ that he has continued
. to perform within the school district. " :

With support of colleague, Page gatherad information on
computer—assisted instruction and attempted to persuade the school
district administrators -to institute computer-assisted instruction.

It was not until federal funds were available via the state to pur-
chase a more: sophisticated computer and, later, to institute a
remedial mathematics’ program that computer-assisted instruction. was
adopted as_an.actuality. By the time-funds were available, under
itle I, ESEA, for ‘the mathematics laboratories, Page: had the support
_not only of: the board of education, the top school administrators, the
~mathematics supervisor, .and the- Special Programs Office, but also of
_ the Citizens Advisory Council for Title I, ESEA, programs, The support .
‘of the latter: group ‘was -the result of a'successful presentation.
Implemented ‘as'a pilot program,.remedial mathematics showed such
. promising ‘results that mathematics ‘laboratories were established, first,
~in all of the. senior high" schools ‘and, later, in all- junior high .
4 schools and.a majority of elementary schools. A B

By the. time a. second HP2000 computer system was needed to- expand
the instructional program, government funds were not' available for
-* hardware. - With the" ‘approval -of" the State of New York ‘Department of .
"Education, the Syracuse City. ‘School District and’ BOCES jointly pur-
:chased the computer that 'was. to provide instructional services to .
.~ component districts ‘of BOCES.: This cooperative effort -has continued
5through the purchase of a third and fourth HP2000 computer, and

'—40--._f



1computer use has expanded beyond" remedial mathematics and computer~
science teaching. ‘ : .

_ There seems ‘to. have been no controversy about adopting and
‘implementing computer-assisted instruction in the school district. In
spite. of the furor over the individualized learning proposed in the

© Campus Plan ("computer-managed instruction"), computer—assisted
‘instruction never developed into the clear format of a policy question.
Computer-assisted instruction has been gradually instituted in response
to' a need to:counter declining mathematics competence. The availabil-
ity of large sums of._federal money has created the avenue . for computer—
ized instruction; and cooperative efforts with BOCES for computer
purchase and computer services has expanded computer use for instruc-
tional purposes. With computer’systems avgilable, it has been but
~a short step to begin to use the computer to enrich regular curriculum
material and to institute a guidance information program. The school
digtrict has thus acquired, rather ‘than instituted, a policy of
‘individualized learning, althougn on a limited scale.

. In the instructional use of the computer in the district, it would -
appear that individuals, as well as available external funds, have
been crucial in. its implementation._ Edward Lang. and. Lawrence Page have
‘formed. the core around which instryctional ‘use of,the computer has

‘7developed.;j ‘ ) small- coalition has-evolved. which generally

. involves. persons directly associated with. the education of students

";(teachers, subject supervisors, a Title T mathematics laboratory
coordinator;ﬁand %wher ecessary, ‘a representative of the Planning °

. ‘and, Evaluation Depart nt which 18 the conduit’ for. securing external

X funding) »”When lans:for: ‘a’‘new’ program ‘are suffici ently developed,

" thecoalition’ S ‘panded to include the support of the: superintendent
‘and ‘his" immediate staff who - decide whether/to take - it to the next level. -
of dec1sion-making. the eracuse Board of Education. .

s

. The key person in this successful coalition has been Page,  whose
.;compentence andftenure within the district commands him respect..

Q
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effectiveness in gaining support from eSSential people in the decision-
making process. . =

S

_ While Page was highly visible in the preadoption stages ofen - ‘ o
computer-assisted instruction, he maintaius a low profile- during the o
decision-making stages on adoption and jmplementation., However, he is
still important to the entire. .process. ‘He deals with vendors, and he

i talks to. BOCES' representatives, along with the executive associate
superintendent for school:services. He also was a member of the
- District: Committee on’ the, school—district/city/cOunty merger. Page
'“f currently serves. on a area Computer-Assisted»Instruction Committee
sponsored by ‘BOCES, . subcommittee ‘of BOCES' Joint. ‘Management Team.;‘
- This' committee 18- :Llooking ‘at’ what is-being done" 1n computer«assisted
instruction elsewhere and what is feasible in the city school district.

: There has emerged no: clear picture of the process of decision- .
making to _uy th‘finitial computer 1in 1965, other than that the acquisi— ;
. tiom" of a ¢ mpute or“administrative needs was a: response to what '
-:\Franklyn.Ba ry‘call d,p"a felt need "- This is likely a: reflection of

A

- , Computer use.was adopted and implemented in 1965 and has imper— N o
}vaeptibly become_a standard mode ‘of operation for the administrative- RN
_staff ‘of the:school district. Business functions seem tozHave been - NG
- routinely added to”the ‘1ist of uses of the.computer, and no indivi- - BN
. duals have emerged -as princile actors on the way to routinization of b

_:business applications. ‘ ; L

- Increasing the innovative uses of the computer has sometimes run
into difficulty in -the area of student-related management. The admin-
istrators of . the school district soon. recognized ‘that information -

ﬂ3processing pertaining to: management of: the student body was a recurring,
'demanding, and growing task, - ‘the: burden of which could be facilitated
. by computer- usec. ' Even ‘before. the district: acquired a-computer, some
’ »"scheduling was-run on: the Syracuse ‘University computer._ Acquiring its
own: computer meant” that the“school’ ‘district could implement additional
“programs to cope with informational needs. -However, it was not until
_1971, hen ‘the’ expertise of Richard Satterlee was brought in to .build .
up a student “data. base, that computerization of student data ‘became
'fully incorporated into the -commitment of the school district to deal
‘ st effectively and efficiently with burgeoning informational -
,requirements. 3" v \ ‘

R L N . . .
3? Test scoring, attendance reports, and a secondary school reporting
system have all been: computerized ' and plans.exist to expand the report—

“ ing system and uograde the attendance record to'be more timely. While




_ have proceeded fairly Smoothly, two other innovative
«vuses ‘of - the computer have not.. When the program for computerized
scheduling was\expanded to remove the responsibility of building the
- master . schedule from the building administrators, there was resistance
‘on the part of most’ building administrators to incorporating this
- feature in the scheduling procedures. The school district has _
struggled to successfully implement bus scheduling by. computer in -
the school district Twice, limited resources have been committed to
'searching outside the district first, for a solution to the trans-—
- portation problem. “With . the effort, they reached the point of adopting -
" and attempting ‘to implement a transportation program and found it mainly
. unworkable.' In~house attempts 'to implement a ‘successful computerized
: system have not: fared mich-better -on the whole. Implementation has
7 been. hampered by variables outside the control of the city school

'»district administrators..p
. /

S

’ The restructuring of the functions of businese and student-related
data processing 1s not part of a decision-making process of innovating.
'.However, this merger is of interest because of the alignment of persons
and needs which’ necessitated a compromise and the fact that the decision-
making .process’ onyrealignment of computer use was similar to that for
. i‘innovating in: an educational - environment.' Awareness of ‘a need for
ﬂa/long—range planning in® the area of computer use was stimulated by
 Fowler Senior ‘High' School s request for ‘its own minicomputer and was
1 ‘an urvey of teachers ‘needs.. A search for a.

> e :
school services and the ass1stant to the superin—l.
't,p rsonnel representing a cross—section of school

earch;involved vendor presentations and cost. analysis and

: ”‘culminated in committee recommendations to ‘the Syracuse Board of




g‘;;?'fprocessing will be incorporated fully in o the routine operations of
i 'fthe city school . district.va_,* '

" C.’ The House Plan in the Syracuse City School DlsLxch' Maudgeulal
Innovation in a Single School

The House Plan was' an organizational and managerial innovation : \
introduced into Roosevelt Junior High School in 19 -=1968 by a group \
of . school administrators and teachers. - \\\

'lagued with truancy, a aevere annual turnover in teaching person-
"’nd a’ general climate of ‘social unres '

o As a‘result of this‘khallenge, Jack Weaver and Pat Leo, two
J;instructional specialists involved in: the workshop and also working at
‘Roosevelt .(Weaver was vic: -principal for instruction) sought to
1ndividualize instruction 1 packets for each ‘student in one mathematics
tclass ‘at. Roosevelt. As the: ‘approach gained acceptance, -it spread to
the entire mathematics départment., However, discipline problems
‘remained severe, and teachers, students, and administrators called for
a new" ‘thrust which' would create smaller instructional groups with
,greater emphasis ‘on: students ‘individual interests. ‘This pressure to
- restructure’ theamathematics department ‘led, in turn, to serious con-
~~sideration of restructuring the ‘entire school curriculum. Several *
ideas” concerning this reorganization eventually contributed to - the
fffinal developme t of the House Plan._,y

. The;final design of the House Plan constituted a. managerial and
. organizational ‘change, with'no fiscal-or physical changes.required at
. -Roosevelt. Junior ‘High- School._ In short, the House 'Plan’ involved divi~-
.- .sion of the, entire 'school “into discrete groups’ (houoes) “of 'students
‘working 4in an interdisciplinary environment at individual ‘paces under
pthe CPP approach. Each grade level was’ divided into two ‘houses of



|-

ﬂﬂapproximately 125 students;each with each house then divided into
classes of -25 students’and with each teacher handling individual
classes in a separate area., This subdivision of students permitted
! . easier homogenous groupings of individuals at similar stages of pro-
gress, while also permitting ‘students making’ rapid progress to be -
advanced from one house to another during the school year. The physi-
{ cal plan of Roosevelt lent itself quite well to this arrangement,
which facilitated ease of'movement from one classroom to- another for
- subject changes and minimized turmoil in the school corridors.
The most striking innovation in the House Plan was that, as
- students progressed each year from grade to crade, their teachers moved
with them to teach the same content area in the next. year. When the
‘ninth grade graduated, teachers began the cycle again, returning to A )
the seventh grade level.. Further, administrative:and support ser- i
- vices were provided in the same manner, with the school's principal
and two vice-principals moving with each "floor" or grade. :

. Initial response to the new arrangement was favorable, with only

ninth grade teachers resisting the idea uomewhat. They viewed them~
,;selves ‘as ﬁﬁgh school teachers and did not want to be rotated back to
'the seventh grade . everytthree years. This initial resistance was
resolved shortly, however, through the: efforts of one instructional
‘specialist and” through the peer pressure of seventh and eighth grade
-teachers.. N ;

-1 B /
' o

The effects of the House Plan gradually became apparent. Interi'
,.7disciplinary staff meetings within- each house enabled all house teachers
" to-discuss mutual programs "daily and’p rmitted substitute teachers to
=familiarize themselves lwith ' the- operatjon immediately. The use of a
_,’planning period alao provided parents an opportunity .to meet with all -
- of their: children 8. teachers at-one- time, -and . parents were encouraged
to’ attend these meetings. ‘As implementation proceeded -one
notable; modification: was made: .a "contained classroom” was set up to
'”ﬁdeal with' the small. number: of students with learn ng ‘and behavioral
_ problems ‘who - Were not}adjusting well to' the program's-flexibility. .. ... ..
-{f;Redeployment‘of uida ‘e'counselors to individual -floor assignments
the counselors in ‘the. house-planndng ‘sessions ‘solved
ould: stude \ts manipulate the system in
lleging that counselors?had reassigned
lp{they ‘thereby' avoid: certain classes or
S”hedulingabecame a joint decision of

Student involvement in school actlvities ;ffﬂﬂ
i and teacher morale improved. LT




‘{‘;assignment of individual administrators to_ individual grades, and the
iginterdisciplinary tesm approach.

A number of personnel changes at the administrative level did not

i'threaten\the existence of the House Plan;-but, during its second year.
. of. implementation, substantial modification occurred In general,

a series 'of procedures were instituted, designed to increase organiza-
tional’ controls and produce a clear hierarchy'of authority in a tightly
regulated "horizontal" organization. These procedures applied to the

. structure’of managerial responsibilities, the structure for dea ing with

disciplinary problems, and parent—teacher contacts. -

The House Plan is a’ fully incorporated innovation of over ten

yesr s standing. It has - endured initial design, adoption, implementa--

tion,. and incorporation, with feedback all. the while, prompting modi-

';fication ‘of .several:-.of its ‘component parts. However, the concept has

' The' district now ‘gupports two. magnet ‘gchools, although the circum
- starices. surrounding ‘thelr " establishment have perhaps. less to do with"
_educational philosophy than with a state—mandated requirement for

0t been transferred to- other settings. Speculation as to why this is
go. points: up the dual .purpose of the plan "as it was origina]ly con-

ceived and as’ it was' eventually modified. An intended goal of the/plan .

was. to provide a graduated transition for grade school students into
-+ the:middle school* d
,’thcwever, th éplan required: modification by means of managerial tech-
jniques which,“

d"high’ “school. environments,. - Once implemented,

in- ‘effect,” created a. protective environment for the
disruptions of . educational activities were minimized.

student"in whi

These: students were:: ‘then ito be .sent.on to the relatively unbuffered

high- ‘school. environment. .If the program is effective in achieving

_short-term educational goals through élosed organizational techniques,
‘therefore, the question of” long—term educational goals still remains.

Accordingly, the House Plan -may,. continue to stand as a unique, incor—

.porated innovation lacking full integration into the overal1 educational

structure of - the Syracuse City School District.
. .
!

D. yggnet Schools in the Syracuse City School District,

In SyracuSe, the magnet school has been defined as a program "which
attracts and keeps students based on the sharing of common interests."3¥

e

integrated public school education.

In. l976, the Commissioner of Education of the. State of New York

“ordered" the Syracuse Board of Education to develop a plan to integrate
o -its elementary schools, the plan ‘to” be’ submitted wlthin roughly two

. months. : rrom the time: of ‘that: order, - the events which moved toward

,-development of that: plan and toward the: establishment of the first

'5msgnet scho lfmoved swiftly. Public sentiment against any notion of
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L forced integration through bu%ing was immediate and strong, and, over

: - the next few-months, the numerous plans submitted to comply with the
integration order drew much 'attention. Magnet schools, however, -
initially were mentioned only in passing. The real attention was
-focused' on the. possibility of forced busing for the city

Initial consideration ‘was of a Mandatory Integration Triangle
Plan, which invoived linking three elementary schools together by
busing in an experimental triangle. By summer 1976, Syracuse was
'preparing for the pilot phase of this plan, although anti-busing
sentiment and response to that sentiment continued to be strong

AlthOugh the pilot phase of the Triangle. Plan was’ put into action
with the start of the 1976~1977 school year, a new superintendent of
schools, Sidney Johnson, had recently taken office and was making it
known ‘that he had other things in mind for Syracuse than the "forced
.busing" Triangle Plan.. With the Triangle Plan destined not.to survive,
.with.Johnson committed to alternatives to forced busing, and with ten
.elementary schools having recently been closed to "ease integration,”
the future shape of the district was still quite unclear as ‘of December
1976, with a myriad of plans still being discussed

In early 1977 zhe Syracuse . Board of,Education and Johnson began N
‘ " to scrap: the Triangle Plan., Countless discussions; plans, and meetings
i ‘occurred- -among parents, ‘teachers, and administrators in. attempting to
.arrive at a viable\solution, which now appeared destined to revolve
“ around ‘a- Quadrant Plan._ The . Quadrant Plan was -to ‘achieve integration
through enrollment options, school closings ‘and consolidations,
‘, redistricting of atténdance areas, and, eventually, magnet schools.

1 At a difficult and landmark meeting of . the Syracuse Board of

Education at, which the\closings ‘of several schools were discussed,

public sentiment against the closing ‘of one particular school, Danforth

. arose.. After that meeting and at. a/loss for a solution for Danforth,
Superintendent Johnson made a. swift and crucial - decision to. try a

‘magnet: school at Danforth-as a means. .of keeping the: building open.

Although Johnson and: Balmer and his "associates at the: Special Programs Do
f Office!ha beensheretofore »ware -of "and informed on. the issue of 'T‘”’*“"m”

Ve
.\




1

: \

o adaptive innovation,

~ and . coalition-building was\req

' ‘integratii .
rschool~di§tricts. In the early l970s, bloss broached the idea of 4 }

Programs Office_proceeded to: design the plan for Danf.~th and to

- prépare the" proposal for: federal funding -for the proJett. As the

" Special Programs Office worked ‘to. accomplish these two things in &
short time, Hannah, Dahforth staff ‘and concerned Danforth parents
Joined An-swift ‘action|: to: prepare rhe school - for its .opening in Septem-
" ber; “and widespread pauliti £y aaded the opening of Danforth. Although
the : proposal for federal’ funding was not submitted until Augﬂ5t l977,
it was accepted and runded.

With Danforth serving as an example of a workable magnet scnool

. and with more ‘tizie to spare, the’ adoption and implementation of

McKinley—Brighton ‘as.a magnet school went considerably more smoothly
Even though this: second magnet proJect was _also implemen sted . quickly,
it was: -don.e with ‘more’ research. (a survey to determine citywide- interest
in another magnet program) and with - ‘more time between proposal writing
and the beginning of the school year.

., The'same,coalition which had so quicxly and g0 successfully
created the Danforth magnet alSo guided -the process of ‘McKinley-
Brighton s .ransformation, althOugh the cur*icula of the"tws schools

“the.; Syracus ,magnet schools case is an example of -

' nnbvation from, above.' ; “The' legal: mandate,,
g : jas firm., .The" district 8 issue was how- to.
compl- with -that order in th smoothest, fairest, most reasonable, and

*% In a sense,

'*effectiveiwayfpossible, . iVen the- racial. ovnrtones of the issue, -

dissent was;strong and widespread' and considerab le. skill in’ leadership "
uired of entrepreneurs Johnson and

Balmer and their associate

\

hevertheless, once the first magnet was created Ve ‘had a

 Mdemonstration” effect’ on’ the éreation of the second magnet at McKinl_y— .

-Brighton S*hool. Further,. there was a residual effect in that the

. innovation’ coalition from the c¥ reation of the firut magnet carried over -

‘ to ‘the second. - ._w..

Finally,vthe natural" deadline created by a school term, a factor -

. not characteristic of ‘most’. noneducational fields, acted to increase .
" the momentum' of ‘the’ innovation decisionwm?king process, forcing qulck

decisions and swift action. e

.';_\
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Metropolitan World of . Inqui;y School (Part of the Urban—Suburban
Interdistrict Transfer Program (USITP) in Rochester/Monroe oounty)

o A major component of Proiect Unique was- the World- of Inquiry School ‘-iﬁfhf}

establishe .in Rochester as;’'an early magnet—type .school to'offer -
quality,’ i‘novative, ‘educational: opportunities and ‘to- foster racial < -
L by attracting students from various city" ‘and. suburban
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Metropolitan World of Inquiry School to the Department of Health,
Education, and Welfare, with the idea that the school be a "neutral-
site,” integrated school patterned after the World of Inquiry School
and offering an alternative to regular schcol programs. The student
ratio was to be approximately 40 percent minority students from

' Rochester and 60 percent students from participating districts.
Receiving encouragement from DHEW, Gross proceeded to make plens
for funds on behalf of itself, the city district, and othe:. suburban dis-

tricts, and for securing tentative approval frc . district administrators.’
to. rent an unused building in Webster if funds were approved.

Once: funding was appraved, however, two problems surfaced: the
L ‘ Webster Board of Education was undecided about which of two buildings’
' to rent to the new school; and no participating school district,
including West Irondequoit, wanted to be responsible for actually ’
running: the school., After community opposition arose to. the idea of
using an .already occupied building and transporting students to it,

. the Wdbster Board .of Education finally decided to lease the unused
building as planned. However, nbne\of ‘the participating districts,
including ‘Webster, wanted to run a school in someone else's dist rict.

onseﬁuence, the Board of Cooperative Extension Services (BOCES)
edrto run the school.. .Following receipt of legal permission

: from th State Department of Education, BOCES finally agreed to operate
fthe school. ) .

r

, Another problem arose, however, when Gross attempted to have
“William Pugh, principal of the World of Inquiry School, serve as’
principal‘of the new school for a period of time. BOCES was not
agreeable,to this arrangement, nor were Pugh and his staff granted the

: necessary leaves sf’ .absence to help start up the school. Eventually,
. ‘this” dispute centoered about whether ‘BOCES or-West Irondequoit, as LEA,

would bé responsible for monitoring the school. The ESAA citizens'
advisory committee’ then insisted on,a voice: in who -was to be principal.

LvFollowing interviews with potential candidates, it later: endorsed BOCES'

"second choice., ' C e

A

¢ e

'Administrative problems were followed quickly by financial ones.
'As part of a- revision of its guidelines on' program funding, DHEW
. eliminated the. category of. metropolitan area programs under which =
USITP including the- Metropolitan World “of’ Inquiry School, had received
‘ "ESAA- funds. After.a series of reapplications for funding and: subsequent.
T -‘:rejections (ostensibly for: technical, economic, and political reasons),
T+ it 'was clear: that. the- threat-of termination of the entire USITP
program- existed ‘and political and- legal pressures, including a suit
:by six Rochester residents against ‘DHEW, ,ensued.

_ Ultimately, in June l974 funding was approved, although the final
L figure reprzsented substantial cutbacks.' However, with' the help of
I unspent undsg’ from the- previous year, the school continued to function
at about its same level :

: - L
: . A In the process of the funding negotiations, the entire USITP ‘
- _;’.?§§§ program had had its funds cut severely, -thus- Gross, as’ administrator - A

Bl




of USITP, was forced to make a decision between continuing either the
longer—term transportation of minority children to recelving suburban
districts or to continue the Metropolitan World of Inquiry School at
previous lavels. To do both was impossible. Reluztantly, Gross
'limited -enrollment.in the Metropolitan World of Inguiry School, and
the school shifted to smaller quarters in West Irondequoit. The”
following year (1976), the Metropolitan World of Inquiry School was'
phased out due to lack of funds.

i v ) e

:wi ‘ F. Paraprofessionals in.tHe Syracuse, City School District

The roots of paraprofessionalism in Syracuse can be traced back to
1958, although the' first paid teacher aides were not actually hired
until 1964.. Syracuse University s Youth Development Center (a center
; funded by the universlty, with eventual funding from federal and private
o rcorporation sources) became interested in the concept in attempting to

o deal with culturally disadvantaged children in Syracuse's inner city.
Studants had special needs, and: teachers often lacked experience in
dealing with the problems ‘of educational and cultural disadvantage.

As ‘a“solution, the Madison-Area Project was instituted with the help
of Ford Foundation funds, school district funds, and New York State
Department of Education funds. One component of this project, the
school volunteer program, was a clear forerunner of paraprofessionals
_in Syracuse classrooms.. In the first two years, about 200 individuals
“donated time to the district to perform mostly clerical duties for
teachers, with the emphasis mainly on ‘creating spare. time for teachers
to plan. - : :

4

In its third and last year, 1964—1965, the Madison Area PrOJect
underwent organizational changes. Its major funding source changed
from private to public federal, it was renamed "Syracuse, Actinn for’
Youth;" and it became administered by a newly created office in the
district, the Special Programs Office. Harry S. Balmer, ai leader of
the former Madison Area Project, ‘became education director for Syracuse
Action for Youth and, shortly thereafter, became head of the Special
Programs Office. With new funding, the.project was expanded to include

. _ ~seven additional schools, the programs were continued and strengthened,
o . and, at the start of the school year, the first five teacher aides
' were hired. The specific origin of the idea to hire teacher aides is
unknown,vbut Balmer was certainly instrumental. He and his staff were
aware of the use of paraprofessionals elsewhere, and -the idea probably
was a combination of input both from the director and from' the gtaff.
"The experience with school volunteers bolstered the decision, although -
the decision itself was a quiet one, made in the context of a large-
scale program whose components eventually were 'absorbed into the dis-
.trict's Title I program. It was, therefore, not a major decision, and
it was not seen as introducing a major change in itself. -No doubt .
this aided in smooth impismentation of tke concept. It sparked no
controversy and required nelther’ the specific approval of the district

'{d . i : . =50~




\v superintendent nor of the board of education. However, this small-
N scale program laid the groundwork for hiring large numbers of para-
profehsionals’in the next decade.

In the l960s, para\rofessionals in Syracuse were utilized mainly
. in a supportive role and had little direct student contact. The view
of the Special Programs Office.was that aides would relieve teachers
from nonprofessional tasks, allowing teachers more time for individual
attention to students and freeing them for more effective planning and
inservice training Further, the district assigned paraprofessionals
to schools in ‘their’ neighborhood in the hope that the neighborhood
environment could be improved through increased employment -and closer
~ home-school links. ' : . e
R N
With these goals'in mind, the community received the program well,
both inside and outside the schonol district. There was little opposi-
tion from' teachers, .who were happy to be relieved of some of their
tedidus duties, and the neighborhoods received the aideg well. Only
in one «district program, tne pre-kindergarten program, were para-
. professionals used as mores than clerical aides. Here, the aides worked
ve closely with tedchers, helping to set up-the learning environment,
pl n, and communicate with parents. o
As. the number of ‘aides increased, however, the duties of all aides
began to evolve. -Aided by a series of New York State mandates which
impagsed guidelines .on the duties of paraprofessionals, paraprofessionals
egan to perform much more than clerical services. .Administrators in
the district, "having been actively involved in compensatory education
for years and convinced of paraprofessionals\ usefulness, fully
accepted this evélution in their dubiles. However, some resistance by
' teachers was encountered at this point\ While most’ teachers welcomed
\clerical help, probably half were. .suspicious “of" any direct role by .
paraprofessionals in instruction. -Many teachers felt directly threat~
ened, viéwing paraprofessionals as spies. - Evensso, the problem never
hecame 'serious enough ‘to .impede  Title,I programs. Viewing" it largely as
‘a morale problem, the. Special Prograus Qffice conducted a: low—key cam~
paign among teachers at teachers' workshops andltraining\sessions, asking’
* .teéachers to view the aides as tutors, noR professional instructors.
. 5 " With the passage of. time, the problem" even ually evaporated Para—
& professionals in their instructional role axe now almost completely
T :accepted by teachers, a mark of the success of the program.- AN

’ . ! N
There can- be little doubt .that- incorporati‘n of the paraprofes~ S
sional concept-has occurred, with a caveat. * Para rofessionals are no oo
longer. an . innovation or experiment, but rather arg accepted'as an
organizational fact by adminlstrators, supervisors,\ and teachers. The
\ caveat, is’ that paraprofessionals still do not enjoy che \full status of

professional teachers. ‘As a result, they are the ones\ most likely to

district funds, such support is, by nece581ty, limited
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The Special Programs Office is vitally important to the incorpora-
tion of paraprofessionals in the district. The overwhelming majority
of aides has been associated with funded programs within the Special
Programs Office's control. The office writes the proposals for funding
programs utilizing paraprofessionals and‘exercises nearly full policy
control over them. In addition, the office has long been committed
to urban, or compensatory, education and, from these roots, derives
& firm commitment to the concept of paraprofessionalism. The experience
of this office: and its commitment” ot the paraprofessionals has :
. probably’ delayed the erosion of paraprofessionalism"in. Syracuse at a
time when the. concept is suffering at 'state and national levels. It
has searched for additional means for sponsoring paraprofessionals when
‘faced with teacher surplus, budgetary stringencies, and declining
enrollment; and the district has even spent legs money on materials
in order to support paraprofessionals, where it was allowed by grant
authority to do, so.  Further, when Title I funds decreased, the"
Special Programs Office reduced the number of days of employment for-
each paraprofessional,.and the district has stepped in at ledst -once
and paid- paraprofessional salaries. o

. / :

. Two major effects of the use of paraprofessionals in Syracuse can
be noted Paraprofessionals' supervisors argue that the aides have °
contributed a great deal to improvement in urban ‘education, pointing /
_to yearly improVements in standardized -reading scores and other . /
measures of academic achievement. ‘Administrators also believe that |
the improved/communication between the schools and those-they serve, |
which they- attribute, in part,” to paraprofessionals, has increased -
school district support in the community and has reduced racial tension.

If paraprofessionals eventually suffer in Syracuse, it will not,
therefore, ‘be due tv lack of district commitment to this incorporated
innovation. Rather, other needs, 1n particular the maintenance of &

- teachers, will ‘be deemed a higher.priority. ' -

& . i . <o £ /.’ . . T

'G. Residual Effects of the Campus Plan in Syracuse, New York: 1966-1978
The Campus Plan was never adopted by the Syracuse City School
District. Since its demise,. however,-many of its elements have been .
adopted by the district, sometimes with modifications. The Campus Plan
was designed to stimulate racial balance, improve instruction on the
elementary level, 'and"solve the prohlem of deteriorzting physical
plants. The residual effects of the Campus Plan can be seen in sub-
sequent attempts by the district to find solutions to these problems.

In’ l977, the district adopted a plan to achieve racial balance
in the district. Known as the Quadrant Plan, the design for a long-
range solution to racial imbalance was\similar to the Campus Plan.
Under the Campus Plan, each quadrant-of the city’ ‘would have had only
one elementary campus. Under the Quadrant Plan, consolidation was not
' as extensive, but ten schools were closed, reducing b" one~third the
number of elementary schools in the d1st*ict.

\ ) '; ;, "'5 2"_
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Schools were closed based upon their physical condition. Two

, ‘elementary schools, built since the failure of the Campus Plan, have

‘been designed along the open-school concept proposed for the schools in
the Campus Plan. ThUS, the Quadrant Plan helped to solve two problems
formerly addressed by the Campus Plan: racial imbalance and deterior-
ating physical plants. It is in the area of elementary school instruc~
tion, however, that the majority of residual effects of the Campus Plan

' can be observed.

[

One of the key instructional innovations proposed in the Campus
'Plan was individualized instruction. A In the Campus Plan, this innova-
tion was closely tied to computerized instruction dnd dial-access
information. The latter technological innovations have since been
-adopted “in only two schools, while the concept of individualized
instruction has spread to fifteen of the twenty-two elementary schools
in the district. Adoption of. individualized instruction-was relatively
easy, primarily because its advocates successfully separated it from
its accompanying technological innovation and because it has appa*ently.
met a need, as perceived by administrators and teachers’ on the building

level

[E—— ]

Team teaching and. planning,_under the Campus - Plan, were means to.
achieve individualized instruction. Team planning has been widely
adopted team. teaching, less so, but not insignificantly [n most
elemcntary schools, teachers are freed from other responsibilities,

at least for the purpOSe of" team planning I

The use of instructional specialists was also an JAmportant ‘part’
of the Campus Plan. As the district s supervisory staff,has declined
An size, the district has begun to rely more exténsively on the
instructional specialist to: bring new ideas to the classroom teacher.
seience,- and reading, assigned on. a full-.or part—time basis in
all of the elementary schools.. ; :

1]
f Other instructional elements of the Campus Plan have been. adopted
by ‘the district. A chart of these innovations and their distribution.

can be found on the following page.

A final residual effect uf the Campus Plan . is the growth in .
.strength and . importance of the Special- Programs Office of the—district.'
An outgrowth of the group-that ‘worked for two yedrs on.the development
of the Campus Plan, its: present focus is the preparation of proposals
for federal ‘and state’ iuuuing'm. ‘speécial school programs, their opera-
tiony and evaluation.; The primary ‘advocate’ of ‘change in the 'district
is ‘still the superintendent, as was theWcaSe with the Campus Plan.

The Special Programs Office provides the technical knowledge of grants
development to- obtain necessary funds to carry out the policy of

innovation in. the district.
. o 3
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H. Residual Effects of Project Unique in Rochester, New York:
/ 1970-1979

e
/.
/

In this case scudy, wp attempt to identify and analyze the residual
effects of a large-scale, nulticomponent, innovative educational project
called "Project Unique" (United Now for Integrated Quality Urban- . .
Suburban Education). This project was designed, adopted, and implemen-
ted between 1965 and 1370 by the Rochester City School District, Roches-
ter, -New York It received national attention during that period’
because it was considered to be one of the most comprehensive urban
educational programs financed by Title III of the Elementary and |
Secondary Education Act of 1965. The broad goals of Project Unique
were to reduce racial imbalance and to improve urban education.

In previous research for the National Science Foundation, we
documented the design,,adoption,land three-year implementation stages
. of Project Unique from 1965 through 1970. In this case study, we
Aattempt to document the more recent developments. incorporation,
.- routinization, anmd any residual effects that can be attributed to
PrOJect Unique. B - . ' . ‘
. J
From its inception, Project Unique enjoyed a semiautonomous
status within the Rochester City School District. This rela-.
tive freedom from jurisdictional disputes and bureaucratic
" . control permitted a very flexible approach to' the problems
. of urban education. Frequent adjustments were' made to meet
new - needs and to eliminate unsuccessful programs.
L. For the. three—year trial implementation, PrOjectaUniﬁwn received.
S , about $4 5 million in Title III funds. Of the twelve original com-
i ponents in the first proposal submitted by. the school district to
the U. S. Office of Education in 1967, nine were approved and funded
for the three-year period. .In addition to- the administrative unit
4(CCAUE), two of the major components included the World of -Inquiry
~ School- (WOIS) and the. Urban—Suburban Interdistrict Transfér Program
- (USITP) . Other program components included ‘the Urban Educaticn Major
Program, the Communit% Resources Workshop, the -Teacher Program, RISE
(Right of an Individual to Secure ‘an Education), SPAN ‘(School Parent
-Adviser to the Neighborhood),=the Teacher .InternshipsProgram, the
Community Resources Council, and Sibley s Satellite School. C

: =_1After 1970, when Title III funding for ProJect Unique‘ended )
. “essentially only ‘two of the, .criginal nine components continued to
/ function intact: the World of Inquiry School and the: Urban—Suburban
Interdistrict Transfar Drogram. The rest of; ‘the programs either were
terminated or merged with other programs

b . The analysis of Project Unique, both\for the Natronal Science
$ . Foundation and- for the Nationsl Institute of Education, provided data
C ‘on a set of educational innovations at each of several decision—-
making stages- problem formLLation, design, adoption, *mplementation,4
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stabilization, and institutionalization. In addition, data was gathered
on the residual effects. Thus, " the case spans a period from 1965 to
1979. In the period between the termination of federal funding in
-June 1970 and the inclusion of the World of Inquiry School iato the
! : Rochester City School District budget in 1974, the funding for‘Project
Unique was very unstable. Short-term grants were obtained- from
several private sources, including the Rockefeller Foundation, the
Natiqnal-Science Foundation, local industry and organizations, and
the*U. S. Office of Education.... During this time, the community and
staff support was sustained until eventual institutionalization. This
testing period appears to be“a sort of ''stabilization phas=2.". If
WOIS had faltered or had lost a‘significant degree of support or
interest, would it have ever stabilized? After passing through the
interim phase, the World of Inquiry School was eventually institu-
" tionalizZed into the operating school district budget. "What remained
from l974 to the present was the mechanism called Project Unique,
Incorporated (PUI). -

o . The experience of Project Unique supports the hypothesis that
- innovation is.dependent, in part, upon the capacity of local entre-:
preneurs to.develop coalitions of gufficient strength to overcome
various organizational and institutional barriers.
. . ) 8 v
. As the plan for Project Unique developed it contained several
types of innovations' new organizaitional structures; new mixes of _
* clients; new sources of Ffunding for programming; mnew- administrative
' arrangements' technological hardware for the clascroom, unusual
settings for instruction; and new professional .and paraprofessional
roles. For most of these innovations,. outside funding from Title III
~ was _obtained. -From 1965 to 1971, the administrative entrepreneurs used
“ several strategies to demonstrate the value .of these innovations.~
Sibley s downtown . Satellite School; natiomal -exposure: on NBC's
Today Showj newsletters; extensive public relations efforts,
and.the World of Inquiry model schodl. " Many of these components
were used to build a coalition of suppert through "mini~decisions"
. "that would facilitate ‘the bigger decisions (i.e.,.racial integration
and the adoption of seducational innovations at the district level).
.».  Project Unique originally was designed to demonstrate that racially
. balanced, .educational programs. can work successfully. From 1974 to
‘ the, present, Project Unique, Incorporated has,pursued far less
'ambitious objectives. It appears to have shifted its focus from
’ facilitating ,bigger decisions to sponsoring less controversial
educational pro*ects. In recent years, PUI seems less ‘certain about
"its role and purpose in relation to the Rocheszter City School District.

In the period.ﬁrwm 1965 to 1971, the role of entrepreneur 5
appeared to be played by several actors; but chiefly by Superintendent
of Schools Herman Goldberg and Project Unique Director William Young.

. Here, the management style of the entrepreneur may be an important
variable.- In Rochester, Superintendent Goldi-erg characterized himself
as an incrementalist, as being aware of the publiz relations impact and
the role of the media, and as goal-oriented. Hoth of these men were
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: innovation was’ An the air.

b
keenly aware of the need for building coali:ions and encouraging
' broad-based representation in"most phases bf “‘the proJect s development
and implementation. They felt that they and their staff’ ‘members |
made personal linkages with:major corporations, universities, the media,
"state agencies, and federal officials to facilitate the implementation
of the project. From the result of personal interviews, the superiny
tendent appeared to see his role as a change agent, but not for change
per se. He viewed change as a process of incremental, deliberate
steps to provide a sense of continuity of services. Goldberg saw
Project Unique as a series of steps in itself, yet a very visible
part of a larger process of achieving racial balance in the schools.
William Young, the. director of PrOJect Unique from\l967 to 1970, saw .
the need to focus on racial balance\among staff and\clients served by \
the training components of Project Unique. The schools were imbalanced
with regard to faculty as well as students. Young afso developed an
incremental strategy for building support ‘with local industries for

eventually continuing Project Unique after federal funds terminated.

In interviews conducted in Rochester from fall 1976 to winter i -
1979-80, data indicate.a general lowering of expectations for what o
- Project Unique can accomplish.- During the 1960s -and early 1970s, Y
There was a higher leyel of excitement, f
a greater ‘degree ‘of involvement and participation in all activities - |
related to Project Unique. Whether Project Unique, Incorporated,
can be revitalized is an open question at present. It exists as a
residudl of a once-active, iarge—scale, innovative project.

Where
" will it go’ What should it do?  What are its options7 ' .

The future of 1’roject Unique,_Incorporated is. uncertain. Perhaps
one, of - the options will successfully bring new life to this project. .
If “bur’ central hypothesis is correct, then the revitalization of _ »
Project Unique is- dependent, in.part, upon the capacity of local entre- .
.preneurs_.to develop goalitions of sufficient strength to overcome R
various organizational institutional barriers.
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I. Urban~Suburban Center for Innovation in Education (Part of the
‘Urban~Suburban Interdistrict Transfer Program in Rochester/Monroe
“ounty) .

The Urban~Suburban Center for Imnovation in Education (USTIE)
camée into existence as an adjunct of the Urban-Suburban Interdistrict
Transfér Program (USITP). A Campus School at SUNY Brockport was in .
existence at the time, serving as an "in-house" setting for students
’training to be elementary teachers. When federal funds became '
available to support USITP, Norman Gross, administrator of USITP,
.approached university administrators and the Campus School's principal .
with the idea of including the school in USITP. His chief argument -
was that the student’ teachers at the Campus ‘School were not being
afforded a '"real world" teaching experience and that, with the
increasing research orientation of the school, groups of all-White
students were not serving as representative samples for research pur-
poses. - The piincipal and his superiors supported “the idea, and, during
the summer and fall of 1966, the school got underway with 32 elementary
minority children full-time -#n'the fall. In 1967, federal funding
enabled the.school. to hold the first of several institutes on desegre-
gation for educators. : T Lo

" The school s enrollment of inner-city students waxed and waned
from ‘1967 to 1975, according to increases or decreases in available
Project Unique funding. (USITP was part of Project Unique ) In

early 1976, State’ University of New York trustees closed their eight
‘remaining campus schools, including.the one at 'Brockport. At the
‘ time,- however, Gross had managed to ‘acquire ‘additional funding for the -
Campus. School: by encouraging the incorporation of features of the
World of Inquiry School model (a previous innovation), and he. used

these funds to keep the school intact. The proviso for this- arrangement
was; that ‘the school be designed to serve as a model of a quality inte-.
grated . elementary school for urban-suburban areas,- and its new name
was. Suggestive of this._ Although: technically a part of USITP since
:31966 this new, complete identification with the urban-suburban .
. program (USITP) split’ the staff into. factions and drew Black and White i
,parents into the debate.

in the end, economics prevailed,‘since it was clear that the
school could not survive on the limited funds from-the univers1ty at
"Brockport. Thus, the school was adapted to.a pattern of "open"
education modeled on the World of Inquiry School, and it is now an
integral part! of USITP, .as are the other receiving districts.

Eventually, the Campus School's partic1pation in the urban-
suburban program was used by Gross to persuade BrockportiCentral School
District to also become part of USITP. .Community interest in this .
potential association emerged during the debate over whether Brockport
Central should take minority children.l However, with support.from the
State University of New York, church groups, and others, Brockport ,
Central finally agreed to accept children who had completed elementary
grades. at- the Campus School. Together; these two arrangements have

. R i o : : ‘
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enabled minority children to continue through middle school and high
school to complete their education.

J. Urban—Suburban Interdistrict Transfer Program. ProJect US in
Rochester/Monroe County

In 1963, the New York State Commissioner of Educatlon required
every school district in the State of New York to examine and report
its racial balance. As a result, the City of Rochester was compelled
to institute a program of desegregation. The West Irondequoit Central '

. School District, a primarily White,.smiddle-class, suburban districr
adjacent to the City of Rochester, responded by offering a voluntary
program of integration. ‘Rochester's Open Enrollment Plan zﬁs offered
as a voluntary program whereby students could apply' to transfer out of
‘their home districts into another school district within the city.
West Irondequoit, with essentially no problem in terms of racial
balance, nevertheless was not content to ignore such problems within
the educational system at\large. The West Irondequoit: Board of Educa—
+ion's consensus was that the City of Rochester/suburbs dichotomy
was a situation in which there was racial balance in reverse and that,
- as representative of a sunurban district, it should act in this area of
gocial concern. It foresaw benefit to the suburban district by having
.minorlty children brought into the school district, its reasoning

being that an\"integrated"\school environment could affect attitudes - -
. and break dowu. stereotypes, while promoting the dignity of each

individual. : _ -

Committed to this philosophy, the Board of Education of West
‘Irondequaoit tok formal steps to adopt an interdistrict transfer program
.and, with Rochester, to plan for its implementation. - Numerous, care-=. »

v ,;fully planned meetings were held betwen .the board and other| community K
" groups--teachers' associations, parent—teacher associations, parents’ '
organizations, and churches«-to acquaint them with the board s plans,
- although’ negotiations and meetings were at first conducted quietly and
:were not well—attended by the public.

—

Once the plan was - passed ‘a public announcement was made by way of
."a newsletter to each district\resident.- Receipt’ of“the newsletter
. brought’ vehement opposition, however, much gtronger’ ‘and more emotional
' {fthan the board had ant; ipated. . Opposition formalized, charglng that’
. _the’ decision was ‘made in‘secrecy and. would have. an adverse effect on
-fthe neighborhood concept. A call for a: special referendum on the issue
" was rejected by .the ‘board, nd the ‘oppoeitrion began to vote 'in
__board members opposed £o the lan and" aevat those in favor,cf it.
“'Further, -an appeal was filed w th the’ New York State Commissioner of
' Educatlon charging the board withxsecret gessions and challenging the
reJection of the referendum request.. Finally, a citizens! committee
- of West Irondequoit orought suit as private individuals in the New York
'Stdte ‘Supreme Court .Sa-an attempt to ‘gsecure an 1nJunction ‘blocking
.~ the. intended busing ‘of the 25 students 1nto the West Irondequoit dis-
' ntrict. . C 4 R ,
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The injunction was denied; the commissioner dismissed the appeal;
and, in spite of the emotional climate in the district,. the school’
year opened without violence. Later, the State Supreme Court upheld
the legality of West Irondequoit's open enrollment policy, and the
Appellate Court upheld this decision. Political pressure continued,
hcwever, as ‘opponents of the program turned again to the elective
process for redress, both in board of education-elections and in
votes on schcol budgets. Eventually, however, the enormous intensity
of the issue began to diminish; although, for several years following
the adoption of- the Intercultural Education (ICE) program, it con-
, . tinued ‘to be in. jeopardy when the question arose of how many new o
children should be alléwed in. - . oy

“The extension:of the urban-suburban ‘transfer concept to other dis-,
tricts combined-with several other_factors to place ICE on firmer
footing. As_administrator of the Rochester City School District's
‘Open Enrollment Program back in- 1964, Norman Gross moved on to become
administrator of the Urban-Suburban Interdistrict Transfer Program,
and. his opportunity in that post, together with his firm commitment.

" to. integration as a. positive seducational -experience, enabled him to

-~ build upon the innovative ‘program that West. Irondequoit had initiated.

=~ . "The year after West Irondequoit accepted its first students, the -

. ~ suburban. district of Brighton. and the Campus School at.SUNY Brockport

- . -invited. elementary students to attend their regular day schools. 1In

. additipn, one of the nine components of PrOJect Unique became the )
‘Urban-Suburban’ Interdistrict Transfer Program, and it is ‘'said that the ~
successful -implementation of the West Irondequcit receiving program
e was the bdsis for cthe design of this particular component.

The primary objective of USITP was to lmplement and administer _
programs designed. to reduce racial isolation in Monroe County, includ- .
ing the City of Rochester. . Gross was also to act as admlnis:rator_of
this component of Project Unique, which generated a great deal of
interest in Rochester and its suburbs, no-doubt because of its innova-
tive approaches and the 1arge federal sums available to implement such\

"programs _ o -

While district officials in Rochestar encouraged suburban districts
to_join the program, opponents,were ‘not adverse to ctrossing school
district boundaries to be heard. Proponents struck back, however,
through student groups and the like, in order to convince suburban
districts to join the program.

Loss of some Title III funds in 1970-71 meant that USITP had to

‘ turn to other sources. The New York State Division of Intercultural.

' Relations, State Urban Education, and the Rochester City School District
were able to 'see the program through until Gross .was able once ‘again
to ohtain Title III federal funds supplemented by State Urban Education.
.In 1973, administration of the program shifted to West Irondequoit in
order to’make USFTP eligible to receive certain federal monies. This

. situation remains, with West Irondequoit acting as the Local Educational
Agency (LEA) under primarily ESEA " funds.

"f,:“ ‘_j;, _50_




USITP is now commonly referred to as Project US, a change in
ncmenclenture instituted in an attempt to counteract the 'we'' “versus
"they" dichotomy of city and suburb, Black and White. However, the
events of the past year have not been conducive to expanding the
program or to promoting harmony in either of these areas of concern.

Since a solely one-way student exchange had been criticized in
the past as a "brain drain" of the best Black students from their
schools, a two-way transfer was proposed in 1979-80. However, ' there
was strong sentiment within the suburbs against the idea, the fear
peing that it might be. ‘based on involuntary transportation of White
~ students into the city.

The fact that the concept was tied to federal funds made for a
difficult situation down the road. To briefly: summarire a very complex
situation, Harvey Granite, head of Urban Funded Programs for: Rochester,
and Norman Gross each committed the same sum of $50,000 for different
purpuses, apparently a lack of communication between the two offices.
When the confusion became public, the resulting,controversy was explo-
sive. A compromise was . .ultimately reached, however, whereby 38 White
children would go into the city and 35 additional Black children would
- g0 .to the suburbs. Black children who had been: promised space in
suburban classrooms rewmained- an unresolved issue until the state
fina]ly promised Rochester additional funds to transport the rest i
‘the Black children to ‘suburban schools (by now, already in session).

The underlying controversy over transportation of students remains,
hOWever, and’ Rochester has called for a federal investigation of
Gross,' operation. Gfoss has asked for an audit of .the Rochester City
. School District's use of the transportation funds. -

The total enrollment -under Project US has grown from 24 to over
100, from 1973 to 1979, but the number of receiving school districts <
has not iacreased during that period. No new districts have become
part of the urban=-suburban program in ‘the past ten years. The one
district\that seriously considered d01ng so found that, in 1979, the
same emotional climate.existed as was evidenced in West Irondequoit in
the 1960s. A second district has continuéd to accept 12. to 15 students
'per -year but- also has voted to stop expansion of the program at 200
students. These two districts represent setbacks to the program; and
“even if - additional places are- found each year- for those students
wishing to join the- program but ‘denied acceptance due to lack of
spare (there were about 1000 of these in’ 1979), the numbers actually
transported. could be- severely limited unless there is an increase in
transportation funds.»>~

Thus, the uzbanrsuburban prorram strives to maintain its v1ability
and. to expand its effectiveness. . However, supporters can take satis~
faction in the fact' that, despite the numbers of centroversies and. '
funding difficulties of .past. years, the- .program achieved a-milestone
in-1977, Students who ‘first entered West: Irondcquoit s firs* grades
full-time in 1967 were in West' Irondequoit s 1977 graduating classes,
the. first group of minority students to have completed their element-—
ary and seconaary educarion under this program :

‘
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IV. DECISION—MAKING ENTREPRENEURSHIP AND
EDUCATIONAL JINNOVATION

Our ‘decision-making model aims-at analyzing what happens in
innovation, who makes it happen, and how. As a model particularly
geared .to . local public sector innovation, it is as relevart to-education
as to any other local public service. Thus, in the present context,
the model illuminates the process of inmovation in educavional
organizations. ° In this chapter, we apply our model to education by
(1) discussing the nature of the school district as an educational
organization; (2) éiscussing the nature of educational innovations;
and (3) showing how organization and itnnovation are linked over time
(stages ef innovation). This linkage of organizatiorn and innﬂvation
over time *.3 Jdiscussed with particular reference to (4) the role of

. the moving force: in local educational innovation, the bureducratic
) entrepreneur._.' \ : : .

-~ The Local Educational O*ganization

" it innovates; this is not usually because qf competition for the

As a local service function, education is dominated by a.

: potent public bureaucracy, namely, the scheol district. There arc
‘many private. secfor organizations that vie with the ,ublic sector

educational organization, but these control only a tiny portion of
the student market. Local education, for all oracticai intenty and

‘purposes, is rum by public organizations that are coextensive with

parficular geographical areas,\called school. districts. In byracuse

" and Rochester, :for example, ‘the\ school districts colncide with city .
boundaries. Two characteristics\of the educetional organizations that
" we studied aie therefore discernible as signiflcant' first, their.
_mear monopoly over control of the local educational function, .and
" second, their size. : S

| / - .,\
The implications for education of\theso two characte:istics are
important for innovation. -We are talking about an organization

that does not have a major competitor in its. jurisdiction.. - Thus, if

"student dollar." We are also talking cbouc\an organizaiion that
is very, very. iarge. The budget. and number of persomnel in the i Y

,educatioral organizaticn are of a scale that dwarfs other .local

functions. ‘Whatever. inmovations take place, the:efore, must occur in

.and through a big bureaucracy. o NE : S

i

Certain otiier innovation—relevaut characteriStics about the .
educational organization are also significant. The educaticnal organ- o
izatZon is. highly decentralized ‘In addition to a cgntral administra- '
tion, there are individnal schocls where the core of the crganization's




work is performed, where the function of education is delivered to

- students. Yet that core is scattered in many places, as each

individual school is ‘itself an.organization with a life of its own. | :
.The educational organization also features numerous semiautonomous ] T
units of decision. This semiautonomy of work units constitutes a
fourth characteristic of educational organizations that is relevant

to innovation. Decentralization, semiautonomy, together these suggest
that innovation within small decision units- of--the organization may
.take place fairly easily (a teacher in a classroom; a principal in ,\
a school), but that large-scale innovations which cut across work )
‘units may be difficult to carry out. '

A majorvreason for the semiautonomy of parts lies in the nature
' ~ of the educational organization's work force. Its primary personnel
" are teachers, a highly professionalized cadre of workers, Adminis- .
trators within the educational organization are often former teachers.
This professional base of the work force constitutes a fifth attri~
bute of the organization significant for innovation. Highly profes-
sionalized organizations are generally more prone to "innovate than
those not highly professionalized.

A sixth characteristic relevant to innovation is the educational
organization's participatory character. Internally, what profession-
alism does not provide, teacher's unions often do;’ externally, there
is great: emphasis on cliemnt- participation. The clients, at least
those. relevant to. decision-making, are parents. Students, as clients,
have little impact on decision—making Enough parents care deeply
about the performance of their schools to give education considerable
attention and, in many cases, a great deal of time. They come to
meetings,'talk ‘to. t ers, and pressure principals. - ‘This interest
is particularly keén when an educational innovation--a change in
educational method--\{s on the horizon. Special interest clienteles
such as parents“of handicapped children are especially active in
overseeing not only what is taught, but how it is taught and in what T
"kind of environment. While it is professionalized, education is not j

_ as technical as many other services (e.g., health care delivery or o
-sewage treatment) "Every parent (client) has participated as a
" student in the educational -organization. Therefore, parents feel that
they know something about education, especially when it involves their
. TTgon' or daughter;t-What—this—means for innovation-is-that- there -are
: /~' many potential and willing participants in innovation. decis;ons. '

This last point leads to ‘a seventh characteristic of educational ol
n.organizations. polltical accountability. To get away from politics ; :
in the- partisan sense, ‘aducation is’ organized with its own set of ‘ e
- ."governors," lay- people elected to a board of education. 'The board = -. L
<% -is.responsible’ for basic policies guiding the organization. The . - SR
‘ . generil public within a school district can participate on macro- . ' = |
‘ - questions. such as who should,be on the board and it may vote on’ :
.overall- budgets, thus- affecting policy through these means. Yet there 1
is an additional ‘dimension of accountability between the board of -
educationland the regular governing structure of a city or county. ‘In
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~Other urban functions do not have this inherent deadline-
.characteristic; and, -for- innovation as with other types

_the nature of /t

big—money decisions such as the bonding vote on the Syracuse Campus

. Plan, mayors and city ‘councils are anything but rubber\stamps for
‘the educational organization. The autonomy of the educational organi-

zatiim is considerable, relative to other local public organizations,

* ‘but it is mnot complete in-any sense, Consequently, the pOlltiCS of -

educationa.irnnovation, at least potentially, can reach beyond the
organization and its clients to the larger community and its representa-
tives and can be affected thereby. . ‘ \

An eighth characteristic is that of int ergovernmental dependency.
Education has critical vertical linkages along functional lines to
federal and state government. These federal and state divisions
of the educatiopal organization are very real actors in loc¢al |decision-
making processes. The fact that they are indirect actors, asserting
their authority through regulation and funding, makes them no |less
significant. 1In our present work in Syracuse and Rochester, the inter-
governmental dimension can be seen in virtually every case. It is
doubtful,.in fact, that the more expensive innovations could have
gotten .off the ground without federal and/or state ass1stanc , O
federal and state stimulation via regulation., 7

l

Finally,there is a ninth characteristic of the educatignal organi-
zation important for innovation: thn annual start of each sthool term
provides!a measure of momentum, a-'natural" deadline for decision-making
and a continual sense of renewal with each entering group jof students.

£ decisions,
anything that works against bureaucratic inertia can be either a plus
or a minus. It can force innovation through before oppgsition has.
a chance to defeat it, or it can kill an innovation because of too
little -time to procure funds, rally support, make necegsary “plans,

u,etc.' In any case, the inherent deadline- of the sqho;} term can be

a significant fadkﬁr in innovative decision-making w thin educational
organizations. \ .

- These nine characteristics of the public' education endeavor reveal

‘a highly ‘fragmented educational org?nization, one that appropriately

has been termed '"loosely-coupled."”~“They are chara teristics that can
help or hinder innovation depending upon the nature of the innovation

he innovation that arises within a "1oose1y—coupled"
b

| ’ .

-gelected and 7pe way that the innovation process is managed. What is

organization?

The Innovatiohs . - '
‘ ) T \ , .

Iunovatﬂons vary enormously along a number of dimenSions. Anong
these are whether the innovation is: (1) hardware or managerial;
(2) radical or incremental; (3) complex or simple; (4) expensive or
cheap; (5) large or small; and (6) provides cost efficiencies and/or .
service efficiencies.. In addition, .a seventh dimension is relevant
specifically| to the educational function. Educational innovhtions

differ 'as ,to] whether their users-are primarily educators, administrative

-
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staff, clients, or a mixture of the three. o N \g

In terms of the difficulty in accomplishing change, innovations
that are perceived by potential adopting organizations as radical,
" complex, expensive, and‘-large rank well ahead ‘of those viewed as
incremental, simple,‘cneap, and smali. Innovat:cns that have a broad
constituency of users have a'better chance of success than those
with a veryknarrow set of users. Whether an innovation is hard or
soft seems'less important as a variable in the educational context,
but the fact is that we have few hardware innovations on which to

. . base that judgment. ' b

. In the field of education, innovations are predominantly non-
hardware changes in the way that the educational organization performs
its task, They are managerial innovations. Such managerial innova- '
tions can vary from a new technique in teaching introduced by one
instructor to new multiorganizational arrangements sharing a particular,
N . 'large-scale, very scarce resource. Yet, while éducation is not a

- hardware-intensive function, the computer is one hardware technology
that has made great inroads into the educational system. ‘Some
computer innovations have those characteristics that ease acceptance:
they are capable of being introduced incrementally,»are relatively small,
inexpensive, and simple; and have a variety of educational uses, both
ddministrative and- instructional "Others are quite the opposite.
Wholly aside from what clients may think about che computers, -‘they can

" be seen to have cost-efficiencies ‘and service—efficiencies by educational 7
~personnel.:. In general; . the computer has found the loosely coupled educa~ = .
tional organizatian highly .congenial, although multiple pcwer centers -~
can. impede integrated planning

The magnet school represents the kind of managerfal innovation
.that has been introduced to educational organizations in recent |
' _ _years. ‘Magnet schuols feature novel programs and techniques, always
7 focused around a special emphasis in one school building 'They depart-
-from the neighborhood $chool concept- in favor of accepting students
from various places and thus. can be an incentive for racial integra-
.tion in the process. A new school performing new tasks\in new ways 1is._
‘not. a minor matter. As an’innovation, the magnet school\ranks high
in terms of size and- cost. Magnet schools .can also be highly complex
innovations, depending upon' the range or specialization of the programs.
The more components’ that .must be: meshed  to make a.total system
(e. g., a magnet school) ‘work, the more complex the innovaéion. New"
. kinds of schools can mean. new kinds of people ‘joining the educational
-'staff who may ‘not. "fit“ the ‘norms of the teaching professiqn.' Thus,
complexity can enhance the radicalness of an innovation and\elevate i
y -to-a: higher level of'. controversy Given the usual racial oyertones
S A of magnet schools ‘this innovation is best kept as simple asipossible
‘ by ‘the: would-be educational e trepreneur. Whether magnet schools are

l cost-efficient we.do not’ an - They. appear to~pffer service\improve-
;’_ o ments, in the opinidns of th se who choose to at end them.. \
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The. Syracuse program.for educating handicapped students is
an innovation of rather large scale. It is complex and potentiall

eduLational inncvations requires understanding the subtle regsiliencies
of loosely-coupled educational systems. The size of the educational
-organization is important, as what may be a discontinuou change for
one school district may be an incremental change for ané;her. The
program for educating handicapped students iun a school gystem the
size of Syracuse was somewhere between an incremental.. 4nd a radical,
, change for ‘the district. . Resiliency of the educationdl organization in
. the face of such potentially radical chahge 1s frequéntly aided S .
enormously by intergovernmental interdepéndencies.,*Federal and state '
money assisting imnovation can "mask" or ‘cushion' '/the disruptive
effects of innovation. ,If local districts had to€

/ ay totally for inng:a_,//f”“”
vatiaons, wmany new projects would seem too big, expensive,_and eal .

‘to . try. The financial risk cau ke shared and, in{gom Sesy~virtuall
entirely absorbed, at Jeast at ‘the front end of innovation, by outside . ™
sSponsois. ' L |
- Certainly theAeducating‘bf,handiéapped students in Syracuse involve
this "masking effect." The school district had to comply, but it did
" not have to innovate. Federal/state alid made innovarion~beyond—
compliance possible by lessening the expense of - innovation to .the dis-
trict. The same phenomenon repeats itself again and’ again in almost
all of our case histcries of major educational innovation. Over time,
the servicé .or cost efficiencies of an innovation can help to persuade
a local district to absorb the innovation Znto‘its regular budget, but
this does .not usually happen ‘at the outset. Parcicularly radical,
. large-scalej and expensive innovations may require\spntinual support
from outside. ' ’ ' I
This phenomenon was true of USITP. This was a managerial innova- '
. A @ A
tior. that reached across districts. It was not just organizational
innovation; it was interorganizational inpovation. The “nvolvement of
. two or more school districts in an innovation inevitably raises the
@ level of .complexity. The number of contacts are increased and the
need for coordination is great. In such a prograu as USITP in Roch-
ester/Monroe County, transportation over longer distances raised the
cost. The recelver district in 'such an- innovat‘on must:cope with
the reality that many suburbanites leave the .city to escape the Blacks
that interdistrict transfer imports to the siburbsi The cost efficiency
of "cultural. enrichment," ostensibiy the primary purpose of this inno-
vation, is hard to’ calculate. Rationale can be found in morality and
deals, attributes of educational organizations of the least tangible
kind. But what "cultural enrichment' is'to proponents often is ‘
"forced integration through busing" to opponents.

Rt ey

An innovation ranking on the extreme side of virtually all
characteristics associated with difficulty. USITP was bound to ‘be
controversial and strongly opposed It has survived and even grown
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n student numbers, but not W1thout problems, constant struggle, and
"a continual search for outside funding necessary to entice local
support and,‘thereFore, keep the innovation alivé. USITP is’
an ercellent example of how, over time, organization and innovation
adapt to each other. Change occurs on both sides of the relationship,
as both technical skills and political skills are brought to bear.
Since this adanfation does not happen automatically, making innova-
tion occur by employing those necessary. technical and political skills
 becomes the task of the educational entrepreneur.

The Educational Entrepreneur o

At the heart of our earlier NSF work in urban 1nnovation was the
concept of entrepreneurship in tte public sector. "The urban entre-
preneur, like the business enrrepreneur, has a product to sell. As
the business entrepreneur deals in markets, so the public sector
entrepreneur copes with constituencies. The business entrepreneur
succeeds or fails in terms of the profit he makes. Success ‘or failure
for the public sector ‘entrepreneur is ‘much more difficult to gauge,
but generally can be seen'in whether .a program he/she espouses is
accepted and implemented or rejected, or whether it grows or declines.
There are similarit*es in the abstract; but in the concrete, there are
differerices arising from the gontrasting envf%bnments in which the
two types of entrepreneurs operates . The business entrepreneur copes
with a predominantly economic setting, .and his strategies, tactics,
victories, and defeats are 1argely recorded in dollars and cents. For
the public nntrepreneur, dollars ‘and cents are critical, but the
environment: in;fjich they are gained is a political one. This.
political envi: Onment may mean that a program that succeeds works
itself out of a job, whereas ‘one that fails to solve the mission for

‘which it ~as created ‘may get even more money as a result. The public
sector entrepreneur thus must perpetually contend with the vagaries

of policrical actiong and. the entrepreneurial -activity which employs
technical ‘and political skllls ‘to directly confront such an environ-
ment is the activity of coa1ition—bui1ding

-

Entreprene 3 and Coalition—Building

3 EducatiOnal entrepreneurs can/be briefly defined as those actors
,(indlviduals or groups) ‘who soark the innovation piocess, and, for
the most part .those who see innovations through to implementation or
incorporation. Any discu sion of the activities and decision-making
of ‘educational entrepreneuis must therefore be undertaken ‘jointly with
.a discussion ‘of - the coalition—building process which must,; take place
.in order for innovations to\be succeﬂsfully launched. The task of
7coalition—building, amassing support for a particular innovation, falls
primarily ‘to.the entrepreneur. “Only under the most’ unusual of -
circumstances ‘can an educational: zhtrep:bneur with a pet" inncvation
‘hope to see that innovati0n through ‘to completion without performing

~a certain amount of LhiS building of support coa11tiong for the prOJect.
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{(by definition), ‘and usually is. in competition for scez>ce résources
with other innovations or programs. It is thus unlikely that most
innovations will be placidly accepted by the coancerned community '
" without considerableleffort on the part of the entrepreneur to -
' solicit support, predict where potential opposition will emerge,
'deflect opposition asg-‘much -as possible, reassure the skeptical, and
generaily solidify a firm base o support for the innovation.

Any innovation worthy of note consumes resources, promotes change - \

. I dlscussing educational entrepreneurship, we shall therefore |
" also analyze the methods by which the entrepreneurs in our cases . \
went about their coalition-building activities. In an earlier report, ‘
we commented on the specific characteristics and coalition~building
efforts of ertrepreneurs active in the Syracuse cases that we researched
- during the project's first year. Here, we shall refer to conclusions
drawn on ‘the basis of those first-year cases and compare and contrast
those findings. with con lusions that we can-now draw from the sub-
sequent three Rocheater and two Syracuse cases researched during\the
second year.- :

Who does the necessary coalition-building for innovations° Who
are the entrepreneurs? ‘What is their base of power? How do the.
educational entrépreneurs’ perform the function of matching problems

" with solutions (innovations)? We argued earlier that this matching
, jfunction is essential in any urban innovation process. In addition,
' -how do: entrepreneurs match organization ‘o innovation° How do they
properly amass the- support’, of appropriate sectors of:a loosely -
 coupled educational organization behind their innovations? Is the
" role of educational entrepreneur different from the rcle of entre-
preneurs in other areas of urban life in terms of who fills it,
what- they do, and how they do it? How does our general decision-
making model with its: emphasis on the entrepreneurs and- coalition-
'building hold up in the case. of educational innovation’
We argue that the model holds very well ‘Not a single innova—
tion studied in this project would likely have occurred without
_considerable effort on the .part of thej educational entrepreneur.
Educational entrepreneurs found innovative solutions for problems,
e —— or_they.uncovered prohlems: ‘that required "their" solutioms, an
~ 7 then ¢ channeled - “the~innovations—thrcugh—the-relevant- decision—mjking——-———-———————
c stages. Such -a task involves ‘considerable skill ‘technical, pyo-
fessional; and, perhaps above all, -political.. Depending upon jow well
...they match problems to’ solution and ‘organization to inmeovation, that
. " decision-making. _process can 'be easy or difficult to navigate. 4Ls we
have indicated, 'some matches of solution tc problem and organization _
to innovatidn :are such as-to be considered radical. by the educational >
orqanization asked to. auopt, implement, and incorporate them. Others
may be so modest as to scarcely cause a ripple. The: nature of the o
educational organization is shch that it is possible to have a large —4
number of: innovations percolating through different components of L
" even ‘the local educational organization at once. Indeed, perhaps
'_no urban organiaation is as capabl=n of accomnodating as many difforent

.
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kinds of innovations as is the loosely coupled educationil enter-
Ve prise. Innovations may be found in a classroom, a single school,
' or the district as a whole. ] . *

Education is a remerkably .open system for the initiation of
innovatlon, in marked contrast, for example, to the more hierarchical
urban functions of fire protection and law enforcement where topside '
legitimation at the initiation stage is required. Decentralized !

ﬂ 0 decision—making, ‘plus the professional status of educational emp loy-
| ees, combine to generate no shortage of ideas for new educational
\ practices. Professionals tend to care about what they do and generally
want to be considered current with the latest techniques in their
field. Thus, innovation initiation can .take place below the top level.

The professional ethos reaches up to the superintendent of schools
and his staff.. Awareness of new hardware and managerial practices is
generally. not a problem for the educational organization.- The proBlem .
is more one of selection and i{mplementation, for a loosely coupled
organi&ation has the advantag: of havine :umerous centers of expertise
and power-generating initiatives. Yet .: also has the dlsadyantage
of decentralized, fragmentcd organizations in a political emvironment;
namely, it harbors and,even nutures & superfluity of veto/gVoups.

This udy focused on innovations that made some proéress. How
many more/are proposed only to be disposed of early? For @very innova-
t.on- th is adopted, there are surely many more that/are not.

Adoptigh 1s near the beginning of a process that is dong and filled.
with nnumerable_barriers and veto groups, particularly infeducation.
As a result, the educational entreprensur has to be. especially -artful.
In contrast to his- counterparts in other urban functions, the educa-
‘tional entreprenaur, when trying to implement,/does not automatically
have the assistaice ‘that accrues in a furcticnal area with strong
Vhierarchical controls.‘ : N : :
0 . : /
' . As we have @mphasized the educationa] entréepreneur's first task .
\——'4g to match the organizational problem With ar appropriate innovative -
£ . golution. The second task is to manifest this innovation: to get ik
o ' adoptEd, implemented, and incorporated. In.the process, the innova-
, 'ﬂtion may change. expanding, contracting, or- moditying in accord with
o ‘ the" pressures of the moment. What’ happens to the innovation depends
s rinterent—in-the—innovation,-but-also-upon-the ...
: skills of the entrepreneur in naping or -advertising the innovation
in politically attractive ways/ In addition, the entrepreneur mast
shape the organizatiOn—centered coalition of support. Thus, both the
,,<innovation and the political coalition are dynamic There is not one
" match of" organization an innovation, but many matches along the way.
Keeping the process mo/ing -1s. an enormous test of entrepreneurial }\\\\4
'skills, both—technicjl/and political. . -

. ; T
’ In our original NSF projecf, we found that the identity of the

entrepreneur could vary\over ‘time. It could be a mayor, a client, )
a company pressiﬁé for sales, or others—-singly or in combination. e
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A.preneurs had the most impact on most stages of innovation. Tais was
also true in our education cases, . with one caveat. In most functions
-of urban government, we found bureaucratic entrepreneurs to be line-

"agency heads.. In keeping with the loosely-coupled nature of the
educational’ organization, bureaucratic entrepreneurs are found in
many, many places, as will be seen in table - which 1lists the entre-
preneurs. in the eight nonresidual cases in Syracuse and Rochester and
" gives their power base. : -

: Depending upon the nature of the ’nnovation, educational entre-
. preneurs appear to' reside most often either at thestop or at the middle
. . levels of educational administration. Less frequently, entrepreneurs
“7 .can be’ found at the instructional level. 1In' the first—yea; Syracuse.
;fcases, we discovered that, contrary to the situation with many urban
functions, entrepreneurship in education seldom emanates from the top

- administrative level. (i.e., the: zuperintendent of schools) We noted
' " that tne schcol district vuperintendent appears to assume the role of

»burea\cratic entrepreneur only when the educational_innovation -
possesses certain characteristics. The complexity, cost, scope, and
'-,conrroversiality of the given educational innovation frequently

determine whether the school superintendent becomes the innovation s

leading proponent. :,;> o :

,.‘

~—

e

EY

, When the innovation is highly ccmplex, when it is relatively
e COSELY, comprehensiveﬂ and :likely to’ €licit public controversy, the
‘ ‘superintendent of: scnools is- ‘nore likely to. become actively: involved
The force of: his office-is" imporcant ‘in the strategies,’ negotiations,
_and. coalition—building necesszry to overcome . the built-in negative
~ bias against innovations destined by their scope and complexity to
compéte for funds, arouse- negative public sentiment, and upset the
“educational status quo.  In our interim report, we noted that both
‘Syracuse's Campus Plan and Rochester's PrOJect Unique were innovations
of this type; in both, the superintendent was the single, most important
figure.' Since then, we have found the superintendent ‘also acting as
entrepreneur in the Syracuse magnet Schools case and actively support-
ive in the Syracuse educating, handicapped children case (though not
the rrimary entrepreneur) . \

Magnet.schools are, in themselves, neither highly complex

. concepts nor\highly controversial edicational innovations. 'However,
to the extent that they have been highiy identified with the issues
of vacial integration and forced busing, there is perhaps no more
compler ..10r" controversial innovation on the. education horizon. The .
.way in which magnet schools were used in Syracuve and the purpose
for which. they were inSt established ciused them to be percéived as
part and. parcel pf that coatroversial aad threatening issuve. They
were initially used - as a last-ditch effort to comply with a strong
integration order -from the Commissioner of New YorkiState and the
-race issue involved in the magnet schools case prompted dmmediate
strong, public sentiment, Indeed, perhaps no issue other than race
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— ENTREPRENEURSHIP AND COALITION-BUILDING N
IN EDUCATIONAu INNOVATION TH SYRACUSE -AND ROCHESTER A

o B— o
Innovation | L X,Entrebreneur " {Power Base
Paraprofessionals “ N'
: --Pre-adoption stage Mario Fantini and Head'of Madison Area Project, a semi~ -
o staff ~ |autonomous unit of the Syracuse Fity

School District

b Adoption spage aad - - jHarry §, Balmer and '. Head of Syracuse Action for YOuth (succes~

N later stages - - - |Several members of sor bureau to Madisor Area Porject) and
N his staff . - |first head of the Special Programs Office,
e ' |Syracuse City School District: /
.'j”ﬂ _ MHouse Plan - '.“ N S - , c
c I T ‘ A . \
T Pre—adoption stage o {John Weaver - Vice principal later ptincipal of Roosé-
- through early implemen- R R o velt Junior High School /

'N‘f?‘;\\;ation Ntage L ‘N ‘Nd : Pasquale.LeoN""v“ :;Instructional specialist (Title I)

":'QjLétéfwsEages‘l'fﬁ.,[, L Victdr Ciéiarelli' o ,Principal Roosevelt Junior High School

oo ',’ : : o ) . ) _

o ?E;j'Computel Technologg o 1‘E°Nl3--N"T};‘ 0

ik Instructional us= 'ff .‘;_;;‘(\ L | & | EE
i Rarly years ’adoption and |Edvard Lang * lprincipal, Central Technical High School |

‘ imp1emnnration of a’com- | P L I

Lo puter sciepcewprOgram)




Ty
; b
K ﬁ xlhx:Innovation o Entrcprenéurt ~ Pover Bagse
T (Computer Technology cont ) o
|- Instructional use T | - ,
|- Later jears (adoption and Lawrence Page {'  |Computer science teacher and head of the
us-implementation ofacom | | ISyracuse City School District computer
" puter alded inscruction I .  |center for ingtructional services
 progran- in addition to-com | -, ) |
~ puter sclence) o I C o
," . . H ‘ . " | t ' ! i
- | Administrative use No identifiable entre= - ‘
. S :  |preneur |

-,Magnet Schools

18 Pre-adoption stage through Sidnéy'J‘ohnson and Superintendent of Syracusc City School
incorporation o |some of his’staff District o

J.-?Aé N

’\-1Later‘implcmcntétion‘ . :', [Harry Balmer and staff SpecialpPrograms Office

Rt f;}Edutating Handicapped Children I 1 B | xl
, . p- Pre-adoption through S Thomas Clift N - |Director of Education fOr'Children with - -
' incorporation SN I | Handicapping Conditions, Syracuse City

School District
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 ROCHESTER

. InnoVation

o

Entrepreneur

. {Power Base i

- Urpan-Suburban Interdistrict

ITransfer Program (USITR)

e Prefadnptioﬁ stage

|

- Inplementatinn through
1{ncorporation

- Al1 stages, 1966-1970

West Trondequoit Central
Schonl District Board
of Tducation .

\

Norman Groes

~|Norman Gross

West Irondequoit Central School District
(active during the first volunteer transfe:
program which was a precursor ofjthe SITP
soncept under Project Unique)

|Adninistrator of USITP nder ProjeéE\UQ}que
. | o -

\

Administrator of Project Unique

j
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promotes this kind of reaction, particularly when in refer~nce to
the desegregation of elementary and secondary schools. The urgency

i of Syracuse s 'racial imbalance problem and the utilization of magnets

as a tool\ for redressing that racial imbalance elevated the magnet
school issue to one of great scope, complexity, and public concern. .

.Federal fuvding was also critical to the establishment of the first

magnet, amounting to about $195,000 for the first year, and to fdrther
add to the urgency of the situation, time was of the essence. Indeed
funding, for the first year was made under the U. S. Office of Eddca—
tion's Emergency School Aid Act; and the proposal was written, sub-
mitted approved, and a magnet was made operable all within a thﬁee~,

- month time span. . ‘ »

|
Superintendent‘Sidney Johnson played the key role as entrep eneur
in this innovaticn. Given its scope, complexity, cost, and contrp-

© versiality, he, as superintendent. is perhaps the only person who could

have done so with success. The sensitivity of the race issue made a
Black, creative, strong leader such as Johnsun perfect for the job of
matching a satisfactory solution to the problem of integrating the
Syracuse city schools. Publ c perception of Johnson as a fair and
capable public figure, by Blacks and Whites alike, was no doubt an
import:nt factor in his ultimatg success as entrepreneur for magnet
schoola.

' | - i
Also critical to Johnson'8 success (and apparently to the success
of any entrepreneur in this type of innovation) was the fact that John-

son saw the process through- from beginning to end. Our second=-year

. cases (in particular, Johnson's experience and the experience of Thomas

Clift in our handicapped case) seem-to indicate that the presence of

an educational entrepreneur,wiiling and able to follow through on an
innovation, from pre-adoption to- incorporation, is an important stabiliz-
ing factor which contributes significantly to the success of an innova-
tion. ‘The trigger for magnet schools was the state commissioner's ‘1976
integration order and the'ensuing community reaction againsc any
integration plan that smacked of mandatery busing. Yet the sudden, uni-

- lateral decisiQn by Johnson to institute a magnet school was based on

Johnson's and other top 'administrators' prior familiarity with the
magnet concept, including their having once taken steps to. investigate

its track record. Then, as entrepreneur, Johnson, among the first to be

aware of magnet schools, suggested a magnet 'school 'solution for Syra-
cuse and remained the driving and. stabilizing.force behind magnet schoois
through their incorporation. ~ )

The coalltion—buildi g task f¢:r magnet schools was a formidabie
one. Given the racial overtones of magnets, forming a body of support
fory them, deflecting public sentiment, and making them operable under
seve legal and time constraints required enormous political\skill
Initial response by the Danforth school community to the idea of making
Danforth a magnet school was, at best, neutral; thus Johnson was faced
with creating positive support from the very beginning. Laboring
under the heavy time corstraint,‘Johnson pulled together .his coalition

.first by soliciting the cooperation of;Danfortp’s Principal Hannah,
. Balmer's Special Programs Office (which drew up the plan for the Danforth
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magnet), and other top district administrators. Even among this
"top brass", hcwever, there was skepticism early along, but respect
for Johnson as a leader acted with time to overcome the skepticism
and promote consensus. Included within this early coalition were also
Danforth parents, who participated in compiling the proposal for
funding. An information "blitz," complete with media exposure and
information hotlines, sought to draw the relevant community into the
ranks of magnet supporters, and top administrators were involved even
to the point of their physical presence at the opening of the school.
Johnson's strategy, then, was not to actively seek a broad participa-
tion during the search for solution and adoption stages (a necessity due
to time and legal pressure), but to expand that participation as much
as possible during the implementation stage, all the while maintaining
the presence of the initial top brass coalition. Perhaps one of the
‘most diffisult tasks of any-educational entrepreneur is maintaining
adequate mtrol over any innovation while at the same time expanding
participation in the innovation d~cision process sufficiently to coopt
or deflect potential opposition. _o do so requires considerable politi-
cal savvy and leadership ability, both of which Johnson displayed in
this case.

Given more time and the presence of Danforth as a model, the estab-
lishment of McKinley-Brighton as ‘a magnet school was a somewhat smoother
process, although coalition-building was lmportant in that case as" well.
In faﬁt McKinley-Brighton serves as an important example of how entre-
premne! rship and innovation coalitions can carry over from one innovation
to the next. Not only were the same top administrators involved (now
with the experience of Danforth under their belts), but the federal pro-
,posal\for McKinley-Brighton specifically cited Danforth's success as cne

of its selling points. . \

\

. With more time to spare, coalition participation cculd also affords
ably be broadened at an\earlier stage. A survey Lo'determine c1tyw1dex
interest in a second magnet program brought in community participation
as early as tﬁe gearch for solution stage, and the results of the sur-
vey helped to shape the program ultimately establishied at McKinley-
.Brighton. -Once agaidn top administrators also followed through with the .
transition to a magnet school, that tramsition no doubt considerably
smoothed by earlier cealition-building involving McKinley-Brighton
parents and the Qpeci.L Programs staff in the drawing up of the magne_'
program.' ) , s %

The eracus» magnei schools case, as well as other of our second-
year cases, underlines the 1mportance of not only a strong and capable
entrepreneur, but also an entrepreneur with the skills and will to en—-
gage -in-the-necessary .political negotiations whizh are part of pulling
together and maintaining a stable, orderly 1nnovation coalition. Educa-
‘tion professionals, as we have noted, are often perceived as somewhat
apolitical. Yet our cases reveal that this sort of political khnow-how
is vitally importa nt to successfullly instituting certain educational

innovations, particular]y those which threaten to drain scarce resocrces
. and which bode’ of Substantial s§¥tem change : A
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In the educating handicapped children case, entrepreneurship was
not primarily located in the office of the superintendent. However,
again Superintendent Johnson played the role of entrepreneur dur1ng
several stages leading to adoption and incorporation of Syracuse's
programs for the'handicapped. There is little question that the ori-
ginal impetus for taking the school district beyond mere compliance
with federal and state mandates came from Thomas Clift, director of Edu-
cation for Children with Handicapping Conditioms. " & without the vital
and active support of Superintendent Johnson, from : Jotion througH
incorporation, it is doubtful that ,these programs w0u]d_have been incor-
/porated so smoothly. The extent—to which district programs "for handi-
capped\children constituted innovation "beyond the mandate" was not so
'bread, comp’ex, costly, or controversial as to require eutrepreneurship
‘at’ the top agency level; thus Clift, as a lower-level administrator,
could lead the way ip instituting those programs, given his superior
negotﬂating and coalition-building talents. Yet, Johnson, as a consis—

v tent, active supporter of the programs, put che force of his office
N behind Clift and helped to make the acceptance of the programs within

- the district ﬂwift, .smooth, and virtually non-conflictual. In the one
instance in which there was public dissent (the McCarthy school issue),
Johnson's influence was critical. - \ o

A

The conclusion of our interim report is thus confirmed by our

Second-year of research: given broad, complex, controv rsial, costly

i educat:onal inngvations, \ '~\

. . . it is unlikely that anyone other then the

superintendent of schools ¢-::1d credibly have _

attempted to push for the imnovation. The nature

_ of the innovations requived che ultimate 'in pro-

(I fessional and technical*talents, as well as political
skill and c¢lout. The superintendents were the right

people fo‘ the role of entrepreneur. :

D)

'This finding is firmly supported by the Syracuse magnet school case and
' is consistent wi] h the secondary supportive role played by the superin—
tendent in educéting handicapped children in Syracuse. :

More often, however, entrepieneurship does not come from the super—

_ intendent's office_Of the eight non-residual cases we considered in '
this project, we isclated fifteen individuals or groups who, at one time
or another, could be termed entrepreneurs.' Yet of those fifteen, ~nly
in the two cases cited above was the superintendent in the forefront of '

.. innovation advocacy;—acting as enErepreneur. The remaindar of the en-
trepreneurs represented some lowexr level of administration within the
edacational structure, although we repeat the contention of our interim
report that no generaligation can be made. as to precisely where that

" lower-level entrepreneurship will emerge.

i :
In our inrerim report, we.noted that vne type of bureaucratic en-
trepreraur see.2d -to be a .constant in Syracuse educational innovations.
. This wae the “ivisjon of Flenning and E'aluation, or Special Programs
: : |
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Office.  We found that this particular staff oréanization in the central
administration: k '
has\ developed ‘into the organizational %emory and narve o
" center for innovation in the district \ver the course
of the past decade. Special Programs 3as involved in
each of our cases, acting variouslv as 'a broker, pro-
vider of resources and technical assistance, and even as
a prime entrepreneur. About half of the 80 persons in
the group have worked continuously together over the
past decade; and it is clear that their combined grants—
) manship, bureaucratic, and political skills have become
’ finely honed - Their intergovernmental contacts have
also cemented strongly. :

: The Special. Programs Office can be characuerized % \
- . as a lasting alliance within the school district, yet f
‘ . it is a coalition with a chs nging membership. Instruc-
' : - “ tional specialistv and certain administrators are often
' detailed from their regular duties to spend a semester
« a year in- the Special Programs Office in order to work on
e : a propusal or conduct an eval Luation. Thus, the tentacles
of the office reach into many schools and programs within
) the district. It could be said that the office serves as
j . a lynch-pin for change between the loosely coupled étruc~
: tures of the district. In short, this office has Pecome
a vital resource for educational innovationm. &
1 . ’ R ,
| ’ Once again, with our second-year cases, we found entrepreneurial
‘ activity within this office. Harry Balmer and his staff were strong . \
advocates and supporters for the first Syracuse magnet school ithough
Superintendent Johnson and his staff were engrepreneurs at all stages
o of that dnnovation, Balmer and the Specia%/ffograms Office took over
some of that responsibility by desiguing the plan for Danforth and by
preparing the proposal for.its federal/funding. (In fact, Balmer and:
staff had been very much aware of }nterest-centered programe such as -
magnet schools for years, but could’never seem. to sell the idea of mag-
néts to the board of education. | ~Through a report which he authecred,
Balmer is.on record as having recommended establishing magnet schools
- long before the decision to do so.in June 1977.) Balmer's staff also
conducted the survey to gauge citywide interest:in a second magnet and. -—
eventually wrote the proposal for. the McKinley-Brighton magnet; togather
.with other top administrators, Balmer helped to guide‘the«transformation
of McKinlevarighton/;o a magnet school as well

Special Programs was" involved in ‘magnet schools for ‘many of the
. same reasomns .hey were -integral - to the taraprofessionals innovation in
Syracuse, glulfed during our first year of research. First, it had
jurisdictior c¢ver such projects) since both innovations were funded
almost entirely with outside funds (paraprofessionals with federal and
state funds and magnet, schools with federal funds) and since Special \
Progfam. was responsible {or procuring such funds. In acdition, its

o {
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* autonomy within the district putit in a good position to evaluate
‘and control any federally-funded program. Finally, the "ideology" of

the Special Programs Office was consistent with both the paraprofessional
and magnet school concepts. Balmer had had an early interest in magnet
schools and was thus a logical person to lead in their establishment,
'just as compensatory education had been a long-time concern of his
office, making it a logical overscer of the paraprofessionals project.

Tn\ Special Progiams Office has become a bureaucratic entrepreneur
itself and an ally.of other bureaucratic entrepreneurs. It may be more
accurate to0 refer to it as an intergovermmental entrepreneur. As exter-
nal mandates, from federal and state levels, and external funding have
vecome increasingly \important in the life of the school district, so
this staff\organization in\the Syracuse central administration‘has come
to play a key role in many innovation processes. Its profile is low
(no doubt a sensible bureaucratic strategy for a staff organization),
but there is little question that it has come to“he considered useful by
many” of the centers of power in the Syracuse City School Distyict.

There are sﬁill other sources from which educational entrepreneurs
can arise, however. In our first-year =ases we discovered that when
there is™a.' host building" for an innovziion, entrepreneurship can occur
at "an even lower“administtative-level ¢5.ch—the—prineipal-or. vice-
principal of the host" building assuming the role of entrepreneur. This
occurred in the Syracuse House Plan case. To expand that concept a bit,
we can See that-a "host distri.t" can play the same role. In the Roches-
ter Urban-Suburban Interdistrict Transfer Program,:entrepreneurial .
activity during the pre-adoption stage fwhich, as the idea stage, is
critical) can be discovered 'in the West Irondequ01t Board of Education.
Due to the special characteristics of its members, the West Ironde uoit
Board'of Education played a unique and interesting role in the early "
evolution of USITP. Representing a suburban district which wag, ['for
the most part homogencus, stable, relatively affluent, and White/" the

"board of West Irondequoit decided to institute-_ggluntary"interpistrict»
' transfer program with the Rochester school dlStrlct, whose Black popula-:

tion had increased:650 percent from 1950 .to 1970. It is particdlarly

-interesting that, although a 1963 directive from the New York State Com-

missioner of Education sent some city . school “districts scurrving to find
ways to achieve racial balance, West Irondequoit was one of those dis-
tricts with very little problem in that regard. Neve.ivheless, the social
concerns and moral convictions of the largely professiunal, well-educated
affluent, and liberal members of the board prompted them to suggest the
interdistrict transfer plan with Rochester city schools. This 1n1t1a1
offer on the part of the board eventually developed, through a series of
steps, into a precursor of USITP. Thus, this "host district" played the
role of entrepreneur in the early, pre-adoption stage by inltlating the
Rochester—Irondeqv01t/;xchange program and by working to solidify a
coalition cf teachers”end community leaders behind tne project. :

The board later met with a variety of community groups in an attempt

to broaden suppoxt, disseminate accurate information, and answver

the opposition. However, actual adoption desisicns of the Board of
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Education of West Irondequoit were secret, a fact which later proved
‘troublesome for the implementation of the program. The board stood f:
in its decision, however, in spite of vehement opposition which
eventually took political, legal, and financial forms.

‘West Irondequoit's role s entrepreneur ended, however, with the
pre-adoption stage, for all of thiv activity occurred prior to the time
the innovation under study, USITP, was adopted. Rather, it was prima-
rily due to the entrepreneurial efforts of Norman Gross, as adminis-
trator of the urban-suburban transfer program of Project Unique, tha:
the West Irondequoit inmovation was expanded. Initially, he did this
by including West Irondequoit and two other suburban schools in a :grand
plan to reduce iracial imbalance and improve utban education. From
— that point on Gross was the undisputed entrepreneur, using his firm
’ commitment to the project to organize student support groups, obtain’

new funding when old sources dried up, and answer opposition.

Thus ‘it appears that entrepreneurial activity can .ccur at top
agency levels (under certain specific conditions), at middle-level
adminigtrative locations (individuals or formalized offizes such as the
Spacial Programs Office), or at lower levels, such as the principal of
a host buihding'or the .board of education of a host district. Entre-

'preneurshib can also shift from level to level during the course of an
innovation, Innovations are not always discrete events, and in fact the
process of |innovation can often best be described as an "ever-widening
circle" of |innovative activity. The stages of decision-making may re-

.~ flect the incremental jand zig-zag nature of the development of an
" innovation,| so.that it is not unusual to find a problem-awareness-
,innovationohew problem—awareness-innoVation,adjustment process. As

the'innovat;on progresses, each step of the innovation gives rise to

a new perceived need, which can then give rise to a new innovative

solution orito an adjustment‘in the original innovation. Entrepre-
neurship can also fluctuate according to.this pattlern; or, as is the
case with a iparticular entrepreneur we studied, Norman Gross, the en-

‘trepreneur may not only sustain these fluctv=+ions, but may cause then!

to occur and persist as entrepreneur through a series of innovation
‘changes. Perhaps this ever-widening circle of activity and the zig-

zag pattern éf innovation is more likely to occur in a function such as

education, with its decentralized, loosely-coupled character. When
innovation occurs within such an organization, the innovation must be
bandied-back and forth to gain acceptance zmong the various power
centers. - © | ' '

viiewwi..__The educational entrepreneut must be capable offcoping with this

zig-zag pattern, especially when attempting to~expand—an-innovative
concept, One entrepreneur we examined, Norman Gross, was particularly
astute i this regard. Two additional Rochester innovations--The
Merropolican World of Inquiry School (MWOIS) and the Urban-Suburban
Ceriter for Innovation in Education (USCIE)--were offshoots of USITP;

' Norman Gross played the entrepreneurial role for these inmnovationg as
well. 1In fact, one may view the ~eneral concept of quality integrated
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this particular innovation.
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.
education as a pet inncvatica of Gross' which he souvght to implement
in several different ways and to transplant in several different
locations. Gross sugjegsted the idea for MWOILS, formulated plans'for
the school, and secured tentative approval from Webster Centfa1 School
District administrators to -rent a building should funds become avail-
able, - After some conflict over the administrative and fundirg speci-
fics of the program, Gross (now entrepremeur for several disuinct
educational innovations) also proved himself able to make difficult
choices. Because of limited funds, Gross eventually had tc choose

‘ between maintaining the Metropolitan World of Iuquiry School and : s
-continuing long-term transportation of minority students to suburban
~districts. His decision to limit MWOIS enrollment was but a step '

toward phasing out the school the following year. The fact that Gross
was able to continue his concept of quality integrated education in
other ways no doubt eventually lessened the difficulty of abandoning

v

Gross also approached Virgilio, princ1pal of the Campus School,
and SUNY Brockport administrators with the idea of aligning their:
school with his USITP program; and, when the Campus School was ordered.
closed by state univerisity ‘trustees, he offered funding to keep the
school .alive. This adjustment or modification of his innovation was
possible because Gross strongly promoted the adoption of certain

features of the World of Inquiry model into the Campus School. Intern-

al conflict over the identifdication of the school with USITP was even-
tually resolved with, once aéain, financial considerations the deter-
mining factor. Without USITP identification and the funds that would .
résult from such association, the school would die. At this .point,
the school became known as USCLE\\ However,, Gross' entrepreneurial
abilities continued to prevail as he subsequently used USCIE as a
means of persuading Brockport Central School District to alsg join
USITP. Once again; Gross' commitment tc the concept of quality integ-
rated education as an educational innovation enabled him to employ an
incremental strategy to eventually expand USITP further. .Thus, the

. pervasiveness of Gross' entrepreneurship\in the Roches*ar area is

obvious. From his initial base, he has grav1tated to a point where he

. spends all of his time running various innovative programs, each

concerned with essentially one innovative concept. Gross is an excel-
lent example of how entrepreneurship and coalition—building ability
can carry over from one innovationlto another.\\

In the hanalcapped °ducation case, we find yet another example of
educational entrepreneurship at lower administrative levels in the
person of Thomas Cllft, director of Education for Children with Handicap—
ping Condicions of the Syracuse City School District. \ There are
basically: four unmandated programs for educating handicapped children -
in Syracuse which can be considered innovations. That i there were
four importaqt innovative ways‘iu which Syracuse' efforts to deal with,
handicapped-.education in a more appropriate way went beyond, the
requirements of federal and state la”. In each of these programs,

Clift was the foremogt 1nnovator, coalition-builder, trouble-shooter,
and implementor. . ‘ : '

- :e O . ' ’ : AN
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{ . The programs that went beyond the mandate included a summer

\progran feor adolescents with learning disabilities; a._special program
to integrvate autistic children and childrea without handicaps ("main~-
streaming"), special claszas for the developinentally delayed; and a
heavy emphasig on, and support for, the Specizl Olympics. Clift, by
.virtue of his office, haéd responsibility for planning, administering.
staffing, and directing the process of district adaptation to the
federal and state mandates, aad developing programs which went beyond
the ndates. His special talents as an educational entrepreneur were
exhibived by his foresight .in consulting the most important service and
constituent groups in the area of handicapped education. As the case
study makes clear, Clift did this in such-an outstanding spirit of open-
ness i fairness (as perceived by those concerned) that the bulk of
potes. cl opposition was deflected, and a general spirit of cooperative-
ness existed between concerned parties on the one hand, and Clift and "
Johnson on the other. Three major factors can be cited as responsible
for tno smooth success of these serizs of educational innovations: .the
mandated nature of the changes, the availability of outside funding,
and Clift's strong leadership and open decision-making style. Of these,
however, Clift's personal characteristiés can be noted as perhaps the
most important. Sometimes successful entrepreneurship means simply
getting the right person for the job.

/

Our earlier cases found entrepreneurship existing at still ancther
level, that of the instructor. In the Syracuse computer case, 2 compu-,
ter teacher eventuallv took over ti2 role of entrepreneur for innovative
instructional use ci the computer. In our interim report we argued that
the nature of that particular innovation explained this instructional-
level: entrepreneurship. That is, since the innovation involved expanded
usage of :an educational device which was a pre-existing department spe-
cialization, it only made sense that an ‘individual equipped with that

— specialized knowledge and experience——i e. a computer science teacher--

should become the major promoter of the innovation. Our second-year
ecases do not include such an innovation, and we found no entrepreneur-
ship existing at the instructional level among those cases.

)

__Ccnclusions: The Educational Entrepreneur-end Coalition—Building

Our Secondnyear cases add to our overall knowledge of educational
entrepreneurship and the coal: tlon—building that it demands. We have in
Rochester's Gross almost a: classic example of the individual entrepre-
neur, an individual who lives with, expands, modifies, and even par-

" tially abandons an innovation over a number of years. He is the public
sector equivalent of what in industry is often called a product champion.
e also have some gli erings of an institutional variety of bureaucra-
tic entrepreneur:.a small staff organization within the.school district .
whose role has expanded with the growth of federal and state influence
on. local. innovationlprocesses. One type of entrepreneur is dynamic
and charismatic-—the individdal who makes things happen.:” The other

- 1s grey and 1nst1tut onal, ‘hardly noticeable except in retrospect,”

!
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when it becomes clear that it has mattered quite a bit to the success
of the inuovation. One concentrates-on a key innovation or set of

related innovations. Tbe other plays a role vis-2-vis innovation in

general. Thus, while it can be said that educational entrepreneurs
cai exist anywhere within the educatiomnal organization, it may be
possible to classify enfrepreneurs into these two basic types. Both
are obviously important to the innovative process.

A further meuns of classifying entrepreneurs is by the adminis-
trative-level at which they exist, which frequently corresponds to
the nature of the innovation with which they are associated. Large,
complex, controversial, costly irnnovations seem to require the politi-
cal clout and authority of the superintandent's office, and even
innovations of lesser scale can benefit enormously from that input.
Smaller, more incremental innovations generally can. be adequately han- -
dled by administrative officials at middle and lower levels. In fact,
it may be argued that officials at this level are more likely to ‘
possess the necessary time and the unidirectional focus required to
see incremental innovations through a series of setbacks, modifications,
and expansions. Itfis entirely possible that the multiple, onerous
duties of the superintendent's office render the superintendent better
suited for large-scale innovation advocacy, where initial stages of
the decision process move very quickly. A superintendent must deal witl
the biggest issue on the educational horizon at any particular moment;
the remainder of his‘time must be distributed among numerous other
concerns. Thus someone like Johnson was able to give his all to the
magnet school program for a short, intense time peried becau e it was
"the" issue in education during that period. On the other hand, lesser
officials such as Gross or Clift may be better able to pursue ‘their
pet project innovations from beginning to-end, no matter how long it
takes to achieve 1mp1ementation or incorporation, ‘and no matter how
many setbacks or modifications are necessary. I '

Much of what was said about educutional entrepreneurship in our
incerim‘report is confirmed by our second year of research. Educa-
tional entrepreneurship probably does not differ much from.Syracuse
to Rochester. Rather,‘bariation-in the locus of educational entrepre-
neurship and in the style of and success of coalition-building probab-
ly depends more on the following than on city-to-city variation:

1. the nature of the innovation--its scope, complexity, I
cost, and controversiality;

2. the personal characteristics of the individual or group
that assumes the role of e trepreneur ,

3. the availability of outside funding for the innovation

4. the breadth of participation allowed in the decision—making
process regarding innovation ;
We have discussed in some depth the first two points in our fore-

going analysls of entrepreneurship. and ' coalition-building in general.

The last two points will be elaborated upon as we outline how entrepre-

neurs build and maintain innovatioh coalitions through the stages-
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of our decision-making model. In doing so, we shall give attention
o —to-the uniqueness of the educational organization as a vehicle for
' in-ovation--both innovation "from below" and "mandated inmcvation,” or
"innovation from above."

The Stages of Innovation

Awareness

_ Entrepreneurs are generally.aware of both problems and innovative
wolutions. Sometimes they literally sit on innovations for years,
awaiting the opportunity to introduce them. So it was with the Syracuse
magnet school concept, in which both the district superintendent und
the Special Programs Office were fully aware that magnet schools were
being tried as integration mechanisms around the country. Key leaders
of the Board of Education of West Irondequoit were similarly aware' tha

: they had practically no ‘Blacks in their suburban classrooms and that

the solution tu this problem required bringing Blacks in. No one had ..

to tell Clift that the  Syracuse school district was not doing all it
could for handicapped children. And certainly Gross was aware that if
the World of Inquiry School worked in the city, it could provide the
model for a.sister institution in the county. Entrepreneurs are the
organizatiohal actors who are first to spot performance gaps and to
seek solutions; they gre the last people to be satisfied with the
status quo. Whatever'other motivations they may have~-and bureau-
cratic entrepreneurq no doubt want what other bureaucratic leaders
want in the way ¢: perquisices and rewards——they reach just a little
beyond their brethren. Sometimes they make dreadful mistakes. Although
our cases, by selection, do not reveal such clear-cut errors, some
innovations can no doubt prove to be white elephants. Hence risk and
potential embarassment are entailed in the entrepreneurial endeavor.
.We have been told that our ccncept of bureaucratic entrepreneur is a.

- contradiction on its face. Bureaucrats do not take risks; therefore

- they cannot be entrepreneurs. JDur answer’ “to this is.that a few do,
‘and these relative few give movement to the functions within which they
-arefsituated-movement for better or worse.

Trigger T Ly _ o
” \.... o ) \

e Sometimes the mere existemcz of an innovation can be the»trigger
for innovative activity. ‘The innovation exists; therefore there is a
pull to use'it. At other times innovation does not occur unless: .there
is a full-fledged demonstration of its workability--a "snowball effect
which occurs wher one successful model of an innovation begets another.,

. As noted-earlier, ‘imnovation is frequently not a discrete process.

That is, one form,of ianovation can “reed a new problem, which then
requires a new innovative ‘solution, and so forth. Inithose cases, thére
is not just one trigger, but a Series of mini-triggers which highlight
the problem in neéed of an innovative solution. .

\
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_ In our originmal NSF.proje:i, and in several of the eight non-
residual cases researched here, we found that federal and state
action--particularly regulatory action--was what prompted the local
‘entrepreneur to begin tc build a support coalition for his imnovation.
Whether it was the state ordering desegregation, or federal and state
laws mandating new programs for the handicapped, such actions churned.
the local waters, and entrepreneurs were provided with a catalyst feor
making their first move. We can term innovations which are. triggered
by some form of federal or state mendate or regulation "innovations
from above" or "mandated innovations." Thus, in Syracuse, both the
magnet schools case and the educating handicapnred children case are
examples of innovations from above. Although our eight non-residual
cases provide a somewhat limited data base from which to judge, it
appears .ot innovations from above have certain characteristics in
common, as distinguished from innovations from bhelow. When the cata-
lyst for inncvation is a federal| or state regulavion, certair questions
usually debated within the normal irnovation “rel.on process become
moot issues. That is, the question of whethe -~ 1ot to innovate_is
already decided by the mandate for change. A leg.. mandate has been
given, and change of some kind must occur in order for the district to
comply with the mandate. The question of ends is decided before inno-/
vation actually begins. .Depending upon the nature of the wmxndate, even
certain questions of means may also be prescribed. The legal mandate
which led o the establishment of magnet schools simply specified ends--
a desegregated public school system. The decision process for magnet
schools thus revolved around how that end was to be achieved. The
mandate, for handicapped education, on the other hard, was considerably
more specific. No€ only were the ends_specified--more appropriate han-
dicapped education with grenter proradural safeguards--but certain means
were outlined as well. Thus the decision process for this innovatiom
concepned not only:what means to employ for mere compliance, but what,
if any, means were used to go beyond compliance.

/Even though innovat‘ons from above have this concern for ends
over means, however, this does not.mean t :t the innovation decision
wili\be either more or less controversial, participatory, or easily
implemented ‘Even though the question was essentially one of. means,
/the process leading to magnet schools was difficult, controversial,
7 and highly 'participatory. The handicapped enucarion decision, however,*
was quite the opposite: relatively easy, - smocthly impiemented and
with a limﬂted amount of participation from the wider communiLy.

| : //

Giventincreasing imposition of state and federal reguldtions on
_the activities of school districts, it would no doubt be worthwhi le to
employ a wide data base in order to research the differenceés in the
ingovation process between i1n0vation decisions concerned with ends
(innovations from below). and thoee concerned with means ({nnovations
from above) . /o ) R . /

:.V.\' -

=84
)




—t

Search for Solution

The entrepreneur can search for solutions by enlisting to the
maximum outsiders, particularly clients. This was Clift's strategy
in our case on educating the handicapped. An alternate route is for
entvepieneurs to know *he solution they wish to impose, and then to

plan for its introduction. In that instance, the search process is
carefully controlled, -and partlcipation is constrained. This was the
route the West Irondequoit Board of Education took in employing its
interdistrict transfer program. In the Syracuse magnet school case,
the search was nece¢sarily limited by the deadline-forcing fact that
the school term was approaching and the entrepreneur, the superinten-
dent in this instance had to do something with Danforth School right

‘away. With more time there might have been a more participatory

sear :h (although one might claim that community opposition to Danforth's
c1031ng constituted client partlclpation in the search for a solution
to. racial imbalance. That opposition, in effect, made the decision
that closure was not the appropriate solution and another would have to
be found.) A more participatory search process was seen .in the intro-
duction of the second magnet school to Syracuse. In Rochester, Gross's
entrepreneurial style was clearly net that of a searcher, but rather

‘that of a strategic planner. No doubt he ruffled feathers as a conse-

quence; but he also revealed a flehlbilify that may represent a kind of
searrh in means if not in ends. ) -

'In terms of our decision—maklng modél, most actLal coalitlon— 5\
building begins with a push from the educaticnal entrepreneur at or

"near the s.:arch stage." in fact, whether the entrepreneur is

committed to coalition—building at: that early stage often helps
tc determine the degree of success in later implementing and incor-
porating the innovation. In the magnet schools case, the search. process

~was a fait accompli before Johnsun ever began concerted, broad ccalition-
. building ro rally. aupport for the concept. As a result; it might be
‘argued that the relevant community was taken off guard, which uay have

caused suspicion about the firstrmuanet achOOl In the handlcapped .

" education case, the search for a means of achieving compliance with
' federal and state mandates was .quit: participatory, within the limits of

the concerned community. Clift .began his coald: tion-building at the

outset nf the search process, and in fact several of the solutions which

ultimatcly emerged from the search process originated with lay
Yexperts," those normally outside the decision proceSe at this stage,

. but dellberately brought in by Clift.

In some instances coal*tion—buildlng at'the search stage can thus

“help-to-raeduce ‘the intensity of potential” oppositlon by~ coopting it- and

makjng it part of the decision process. However, there are risks invol-
ved. ‘Conflict within the coalition is also possible, as the search for —
solu;*on can uncover several possible 1nnovat1ve alternatives, each wit’

its own set of proponents.b - . !

An jnherent potentzal ‘for/conflict within the search coalition
d&thS between professionals in the educational community and clients .

\
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(paueats and students) who are vitally interested in the outcome of

the search. In the handicapped education case, professionals and -
clients. were able to work closely together durivg.the search because
there existed a consensus among participant§ over ends, and even over
the appropriate means to achieve those ends The consensus-over means
evolved in great part due to the parceptiong of both professionals and
‘clients ihat their input into top dec15ion~ aking levels was aeriously
considered and valued. Thus an inclusive search process worked to
stabilize later stages of the innovation progess. The consensus over.-
means was established "from above," by federal and state law mandating

',appropriate education for handicapped children. 1

e

. 1
In both the Syracuse magnet schools cacejand in USITP there was
initial skepticism from education professionals as to- the workability
or wisdom of the innovation. In the magnei cdse the skepticism-arose
froe twe men destined to become the principals, of the. first two magnet
schools. 1Tt is likely that Johnson, as entrepFeneur,\drew upon the
grestige of his office to persuade these two key individuals. and thus
to prevent their potential oppositiom, at leasn where the first magnet
kept the search process limited in.participation by non—professionals,~‘j
or clients. With more lejsure time for particig tion and debate, with
more time in which, to tolerate "and answer opposi. .on, and with the example
of the first megnet, Johnson could afford to allow expanded participa-’
tion during the search stage for the second magnét .school. In the first-
magnet case, worries over cohesion on the issue etween professionals
and clients had to wait for more pr9351ng proble such as time and
funding.’

was, concerned.. Perhaps due to the extreme time constraints, he also i
. p 1

-~

——

~In education, time.can play a key role in curtailing the scope
of the search coalition. In educational inuovatiopns outside funds and

. externally-imposed mandates can be critical factbrs which create tight

time limits on decision makers. When either external directives or the
nead to procure outside funding places the burden af a tight deadline
on the entrepreneur, the decision must cometimes be made to restrict
participation, at least until a solution can be decfided upon, in order
‘aot to further Jeopardize the future of the innovatjon. Quite simply,
mandates. and funding problems can render debate and|open participation
in the search stage unaffordable. It may not seem wise to include

‘clients in the what questions, or even in ‘the how q estioﬁ§?~given

deadline pressures res and top~level consensus on how to proceed. After
these immediate problems are solved, however, cliernts may be included
in the more specific how questions such as the location of a new mag-
net, the details of-a “transfer program, etc. These issues can.then
affordably be negotiated between professionals and clients. At that
poing-nlients may even limit decisiom-makers in’ thei efforts to imple-

ment innovations. In MWOIS, "for example, a.citizens! committee of West
Irondequoit was uble to veto the pfofessionals choi e for princ1pal

of the Metrcpolitan World of Inq Schoqiv_ \
- . : - e
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Aruitoxt provided by Eic:

"educational oﬁgani7ation” Since we were interested in innovations of

‘are one, as in the Syracuse magnet school case and in USITP's fore-.

In USITP, participation was mansged {deliberately perhaps) at
the 1CE-stage by the West Irondequoit Board of: Education. Gradually; the
board did expand participation as the public—-at-large was inrormed of
the results of the search process. A further attempt to manage parti-
cipation, even past the search stage, occurred when thé Hoard refused” i

‘opponents’ request for a referendum on the early ICE issue Ctﬂe fore-

runner of USTIIP). \
. A large number of participants during the search stage can .thus

mean a greater chance of apposition end a slower search proces“' result-

ing in costly time delays. Our cases seem to suggest that the more

radical the innovation is perceived to be, the more those in.charge

prefer to restrict participaticn at least for a time to education
professnonals and elected bouawd members. Perhaps this .is one of the

most difficult tasks an educational entrepreneur Laces when ottempting

to build an 1nnovation coalition at any stage: to/find 4 way to provide S
sufficisa nt participation while also providing the /necessary ieadership

to restrict participation when necessary. ;/

In general, when compared to other urban vectors, educat.onal

‘1nnovations are quite pALLicipatory, even from the search stage on.

HOWever ‘participation can be dnliberately/postponed even past the
search’ stage, when- increased partiC1pat;on threatens the viability of
the innovation itsel: g J )

Adoption . - I // ‘ ‘ | e

v In adoption, the entrepreneur}s match of organizatiomal problem’ ",_ .

with iannovative solution must be legitimized‘by the affirmation of those -,

who have control over scarce resources. Who. are the adopters within the ’

a scope requiring district decisions, our adopters, are those whe allo- /
cate resources on behalf of, the district; namely,t“e board of education

and the superintendent. - Oceasioaally the entrepreneur and the adopters

runner, ICE. In such circunstances, where roles. are combined, adoption’

.is” obvlously eased. However,‘.\ere is also no question as to who is

responsible and .accountable. In the West Irondequoit ‘ICE program, this
meant that the opposition began ‘trying to vote the adopter/entrepreneurs
out of office. Eventually they had some.success, but by this time the
mantle of entrepreneurship had been delegated, .as ICE developea into
USITP, and the innovation: process had moved well into the: implementation

.stage

/0 s / E . . . Lo . ——

' Intergovernmental financial resources . ‘are. frequently v1tal to the
adoption of educational 1nnovations, and one of the prime attributes of

. a successful entrepreneur is] the ability to procure outside money.— Thus 7
" federal and state decision—makers, particularly those coocerned with™ | Do

funding ecucational innovations,’ can also be part of the innovation :

coalition, particularly at the .adoption stage. Since whether

outside funding can be obtained may determine whether an 1nnovation is -




irolemanted, ¢~ even adopted, innovation efforts may cease rather
zoruptiy if fumcing does not appear ‘to be forthcoming. This was the

- zzze with both the Metropolitan World of Inquiry School and magnet
z:z700%s in Syr:cuse. Educational entrepreneurs seem to prefer to look
' z-ward" to stzte or federal sources for funds rather than to the
Incaliry. Indz=d, outside funding is ‘often an important selling point
- the localitr where the innovation is concexned.

~ In our previous research we noted that innovation coalitions
consist st of-en of adopters, implementers, clients, and suppliers
17:ere educationzl innovations are concerned, the most significant
z 1iances appear to be between professionals and clients, with federal"
and state mandates; and funding aiding cooperation and cohesion within
the coalition. There were no‘cases in our second year in whic poli—
ticians loomed large, so that our cases are, for the most part,
in interorganlzat onal relationships. It may be that ‘education, as a
field, possess=s & certain kind of autonomy in selecting its innovations
(due to the aciznowledged professicnal status of educators) This auto—_\\\?\\
nomy seems to prevail provided there are adequate funds to. support the
“innovation. The fund-raising strzzegy,. perhaps more than any other
single factor, has helped to builc coalitiogs for adoption of educa-
tional innovatioms.

.

~.

Our criginal model tried to operaticnalioe the adoption decision.
As long as the decision was to acquire scmething new usiig local funds,
this was sensible enough. But in a function such -as education, where
federal and state mouey is’ so pervasive,- it! is difficult to distiogulsh
an adoption where there is serious local commitment from oneé where there
is local ccmmitment as long as there are outside dollars to serve as a
means of sc—pport., Entrepreneurs will do their best to get the neces-
sary local commitment from the legitimate authoritieu essential to. adop—-
tion, for if they are smart, they know that federal and state resources
are unpredictable and. fleeting. Therefore,entrepreneurs must.get as
"much local commitment as possible. They can use opportunities for out~"
side funding to attract local interest an get the innovation.underway.
However, , thev. Yaow- comnitment at. the local, leve1|mL3t go beyond the
‘adopters. Hemberships on hoards of educhtion change, and superinten-
dents are.replaced. The’ adoption decisidn is but one milestone in the
process of innovation. Implementation is the next step, and it is.in
implementation, more than *n adoption, that a lasting commitment mus t be
- built. - .

Implementation \\1

- - Inm: the 1mp1ementation stage, bureaucratic entrepreneurs are thus

o converted by virtue -of 1egitimator s policies, into ‘established admin—
istrative programs Often. the- entrepreneurlchanges witk someone. :
s;ightly 1ower\in the’ hierarcby taking over. Thus,in’ ‘the: SyracuSe mag-
-net’ case,theprincipal of the magnet school became the. jmplementing o
entrepreneur, in combination with -the Special Programs ‘0ffice;, which had

o as 1ts task the acquisition of federal money to make innovation happen.‘
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The implementing entrepreneur, whoever that is, is as much a
coalition—builder as is the entrepreneur at the adoption stage. How- .
ever, whereas adoption in education tends to feature agreement on the

“ypart of legitimators and outside fund-providers, implementing entre-

preneurs must look more to the local clientele. If the implementing

-~ entrepreneur can build enough grass roots support, changes in person-

‘nel will not matter so much to the long-term security of the innovation.

Thus, in implementation, the pro:_ss of matching inr—wvation to
setting occurs. Sometimes threatening._eatures of an innc=vation are

. modified to keep or attract support,: Sometimes Variations are added in

order to expand a program. Clife, in. building supoort for educating
handicapped students, added a number of items at the behesz of this:
_program s local constituency.

< Implementation can be a matter of degree. That is, the definition
of successful implementation for any innovation can vary or modify as
‘time passes. We noted earlier ‘that a prime characteristic of education-
al entrepreneurs is their level of commitment to the educational philo-
sophy underlying their innovations. Entrepreneurs often work diligently
using every available resource to preserve the integrity of that philos~ .
sophy, if not of a specific innovation. Gross, for example, tried to
keep- his dream alive by promoting the Campus School'and adapting its
.gecals tc those of the earlier Rochester World of Inquiry SChOCl.

Our cases also reveal at least omne attempt to expand an initial

innovation beyond its intended focus, and ‘to employ the implementation -
 coalition to.do so. The implementation’ coalition used to effect the

initial Syracuse magnet school was extended to establish a second .
magnet. Implementation coalitions, in adapting to the inevitable or
to new opportunities, can thus move. ‘innovations in the directiom of
expansion (Syracuse magnets), which is a demonstration effect; revival
(Rochester's Campus School); or even contraction (the eventual demise
of‘the Metr0golitan World of Inquiry School).

A key variable in these shifts is the behavior of outside funding
.during implementation. Ideally the prncess of implementation-is one '
in which local support gradually supplants the need for outside fu:ds.
But in some innovations, this is not the case. What sustained some of
Gross's USITP innovations was not only his ability to widen local
support, but also his ability to attract alternative outside funding
when one source was closed off. :

‘A" great deal ofs"reinvention" can take place during implementation
in order to keep a viable support coaiition (horizontal and vertical)
together. The implementing entrepren_ur can never really rest while
financial support is uncertain.

Incorporation

: i
A key variable in incorporation i8 sustained financial support from
funds that are” for operational rather than experimental or demonstration

»—89—
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. projects., Such funé: may c =3inue tc o . .3 outside; howzver, they

are in a category of suppor tkat has b == among funders 1ind a base
of support in the lc-:z:l cl: _zx=le is =- and dependent :--at termi-
nating the effort is —wiewec <. too nz.. .z l™ costly to be wurth the
battle. The key to . -zorp-re—om ir =rur ishing a lasting a.liance

around the innovatic Th.z —. “he == - rszration the entrepreneur must

geek to build if the :imovzticza is - T

~.zn incorporation has occurred
+-r31s as innovative pr:grams are,

It is often diff:. ulz o Z=
and when it is still r=ndzng.

for the most pars,wel_ incorpoi= . z=2 Syracuse Cit: Sckzol Dis-
trict's educaticmal f:——at. I i¢ m.- - likaly that the progmams for

the handicapped will == tinue o e = .s—=—itionalized part :f the

system for some time : —ome. T° =Tz - r£ their establishment was

to upgrade handicappe_t.cucation —-:i:  n=< will persist, no ioubt,

and Syracuse's programs :ior tiwe hanc..:i cpel 0 not compete substantially

with other parts of the Zistrzct's e.iamzczzl curriculum for Zunds.

‘$ince magnet schools we=—= foundc pr .=z~ Ly to ease a racial iazbalance

.problem, and since it ic soncr i+ a5l:z - : . racial imbalance will cease to
become the pressing conc=rn thi: it -=.- was, it is possibie that mag-
nets could eventually & phaswzZ ut  =3vven the persistent funding
problems of USITP, it i Jiffi-: - =T jue that these innovations are "
. fully incorporated (anc. of zo..tgse, <SZZ 1is no more). To return again
to our comparison of irmovatie: - whicn 2re mandated from above versus
those which emerge from below. i. is pzhaps not mere coincidence that.

of . our second~year cases, the /o mamizizad innovations appear much
closer to incorporatiom than zhis =wo izwovations from below. he force
of 1ega1 state and feds==ml mandates mz- zive innovations which result

- from such mandates ‘a s==p of Tegitimz -, even though these innovations
‘are only one possible = lutic- to respciding to the mandate. Outside
* funding.also appears =z flow m.re easi?T for innovations which purport
"to solve the problem =i*:feder=1 or stzze regulation compliance, and this

no doubt contributes == their incorpcrs—om.

eRlc

Conclusions: The De.:is on-¥aking Model

EIn'the'last secc= ~of this chapter, we have discussed the

'~releVdnce’of our dec - 2~mering process model to educational innoya-
‘tion. 1In particula* -e. . ~ave analyzed how our concepts of bureaucratic

entrepreneur ‘and cocitt—a~building apply to the cases of educational

innovation.we have s=di==d ic Syracuse and Rocneste;. “Our model links

crganization and innc=: on through the mechanism of the bureaucratic
antrepreneur. -Cbvious. “hat model must. be ‘adapted to the peculiar

;circumstances\of the edusz-tional organization, including its profes—
‘gional srientation and iz- loosely coupled structure.. Such a struc="

ture, together with the kzzhly. professionalized personnel force, pro-

_ hvides innumerab;e opportcn‘ties for new innovative ideas to surface and
- be considered .at many _eve.= of- the orgzanization. It also provides
;fample occasion for\yet grcnes to eresct barriers. The real problem is
*¢to match organ;zation znd n=2d, a'job. wHich falls to the educational

590.'.' ‘,
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entresr :neur. Entrepreneurs must acapt the irssztion to what the
organ -.-tiom can absorb, what its clients can .5, and, mcre and mo:-=,
what isceral and state governments will sponsc. And they must do zais:
not c-:c=, but many times over the sequence of _.izes leading to ul:cinate
incor:w—ation. Our model illuminates what hapiwns and who makes 't
happe= It is & dynamic model, azi z dynamic . =1 is what 1s rscuized
for = s.cject such as educztional _nmovation. ”

.. ny stage of decision-mz: =3, the educc: _:=al entreprene.:

must -~ 2atedly decide how much - =2ncourage ¢~ _-ait partiecipaz. u
withi- 21e inmovation coal:i=ion. Hacause the ...2z. educational c-zan-
izati- is politically acccintat.::. the entrep=insu: must keep th:z
innove .2n coalition sufii- ent  ~ :road at any .mTas.” o coopt po=antial
fatal —position. Yet par: <:z-..=*=m has its rZ=mks. ’he entreprzneur
must aiso limit participa:r - fZZciently to mike 1ick, decisive
actior when fdn@ing and sr....» -arm deadlines z=ma-c such action,

and wh=n professicnal cops—9: r=nders it possib; c.
. . - . . : ’ \\

Fer the innovating &zt snzl organizaticn, r-cgression from one
stage ¢’ decision-making - = next is frequentl: dependent an whether
' funding is available. Esw:zic .7 where costly inncvztions are con-
.cerned. whether the inno - :ic: '=r gets past the zwzreness and trigger .
stages can depend upon ¥ che- <:zside funding is == the offing  Once
adopticn takes place, ir _ems~ .:Zon can be thwar . or,. at tlie very
least, modifications may -=ave @ be made in orde > necessary funding
‘to be procured. . And, ar "z no:zd earlier, the v - definition of
incorp--ation encompasss- :zhe : otion of either ¢ .:Istent outside
fundir: or of a switech : "2 a uependency on outs =2 funding to primarily

local -=:sponsibility fox ‘unding the innovatiom.

it is useful at thz. point to consider the 1ext steps in the
development of cur mode. s it relates to educaz :nal inmovation. As
we have noted throughou-. 2ur focus has been on :cal decisioq-making
processes within the fu——cicn of education. Ye: time and again we

‘discovzred that local dz=zision-makers were respondirg to or using

“federz_ and state admiu strators to achieve purposes of mutual interest

.tc botxs. - Education was once among the more local of local services,

but tu“t time has long past. Federal and state infiuences are pervasive

‘at var-ous stages of the innovation cycle.

4T the same time, we found--at the.local level~-that some Bf the
most difficult and intrinsically: important’innovations were those that”
cut across districts. USITP was one Jf the more controversial of our
imnovations,. and Norman Gross was certainly among the more 1nteresting
educational entrepreneurs. /

Without queqtlon, the frontier in organizational research and
innovation lies along interorganizational lines, both vertical and

‘horrzontal. This is the dimension of intergovernmental relations,

with 1ntergovernmenta1 1nterpretgd as meaning federal, state, and local :
relations as well as relations among school districts. Not only does
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—iis intercrganizational thrust seem propelled by the logic of research;
tut also there are public policy imperatives that seem to call for such
—sgearch. With federal and state governments mandating change and/or
attempting to spomsor change in the local school district, there seems
o be a requirement for higher governments to know more about the pro-
cesses they unleash by their policies. Under what conditionms, in
particular, does a local school district go beyond compliance to a
Iederal or_state order and innovate on its own?

At the same time, ‘we are enter=ng a period—-perﬁapé extending

until the end of the century~-of scarcity.  Cutback management is in
wogue, and local schools will not b= spareé If the. great controver-
sies surrounding education in the 1960s and 1970s were largely social,
thoge in the 1980s. and 1990s may well be economic. The student market
is shrinking, and everywhere there is the cry for productivity in :
public services, education not exc=pted. The present study included
“interdistrict designs t0 achieve goals. Another study might inquire

as to whether -interdistrict arrangements for economic goals might bée
established, goals in making maximum use of scarce resources for. maximum
pay-off in terms of quality education. What are the incentives for such
interdistrict arrangements? Future research might be directed in such 2
way 'as to find out. The next step, in short, is toward interorganiza—-
tional research and educational innovation. :




V. RESIDUAL EFFECIS OF INNOVATI™. _CHNG-TERM CAPACITYh"
FOR' INNOVATIQN IN SYRAC.."Z .7D ROCHESTER

Rationale' o

] In .our proposal to apply our d&:lSLSn-maKing process model to
~educational organizations in Syracuse 2nd Rochester, we extended our
conceptual model-to include what we Izbeied ' ‘residual effects" of
innovations. This effort was an er==sion of our earlier work on
urban. technological .innuvation for =he National Science Foundation.
‘.After reviewing ‘the literature on izmwiation in organizations and our .
‘case studies, we observed that most Tesearch is '"project oriented."
‘In other: words, most researchers focused on a particular innovative .
.project. how it was: started, designed, adopted, implemented, and routin- .
. dzed'in'a relatively limited period of time. Rarely did these ‘ ‘
. ‘researchers study the long-term consequences -of the Innovation and/or |
 the degree: to’ which succesy sful or uzmsuccessful attempts to inmmovate
affect the: orgavization s capacity =o innovate. Thus, we proposed to
test a methodological- approach in srudying the residual effects of!
.two, major, large-scale innovations Project Unique in Rochester and
~ the Campus Plan in Syracuse. :

\__,,,/// We hypothesized that the innovation process in public organiza-

: tions does not .cease with the incorporation .or routinization of a-
specific innovation. - Organizatioms and théir members are permanently
affected by attempts to innovate, successfully or not. For example,

“. the Syracuse City School District sustained a failure to innovate with
_the defeat of the Campus Plan proposal.. Former Syracuse Superintendent
Barry and a numbér of school- district administrators informed us that
they realized mistakes ‘had.been made in the innovation process ; and
that they would do: ‘things differently if given another opportunity.
‘Their” experience with’ attempting to move the Campus Plan to adoption
left some residual effects deeply impressed on the school district-
staff. Examining these effects, we believed, would add a- significant
" dimension to our knowledge of the capacity of public organizations to
innovate. . Up to this point, we had envisioned this capacity only in
terms of ‘the resources and strategies utilized by bureaucratic entre-
preneurs in assembling a cealition. We were unable to.explore residuals
because- we lacked a longitudinal perspective of thé’ innovation process.

- Thus, we proposed to remedy this knowledge. gap by reexamining Project.

. Unique in Rochester and the Campus Plan in Syracuse to determine what -
“...  residual effects of these 1nnovations remain in the two districts in
' the 1970s.~

e

i

We do not cla*m that the notion of residuals is a new social
science construct. It 1is related to the notions of organizational feed-




back, spillover effects, and indirect consequences. We .are extending

-~ - the construct of residual effects to the process of innovation in
educational organizations. It adds complexity to our model. Our
results from field work both in Syracuse and in Rochester indicate that
examining residual effects -over a ten-to-fifteen-year period adds
greater realism and depth to our decision—making model. This approach
places innovation efforts in.a much broader context of educational
policy-making. '

. In our proposal to NIE, we made no claim to be able to trace every
.consequence, every direct and indirect effect of all decisions relating
to Project Unique. The purpose of this research effort and the limited
- resources of the grant constrained us to select and examine a mere
sample of possible residual effects. However, even this modest effort
has produced very interesting and extremely useful results.

We had hypothesized also that examining residual effects would not
only provide us with a greater understanding of ah organization's capa-
city to innovate, but would also provide us with a more complete picture
of the impact of large-scale innovations over time. Our view of the

_ status and actual contributions of the Campus Plan and Project Unique
have changed as a result of the work for NIE.

Revéluatfon of the Campus Plan and Project Unique

In our earlier work for the National Science Foundation, we had
characterized the Campus Plan as an "aborted innovation" in Syracuse.:
We documented its birti; in 1966 and its demise in 1970. After years
of planning and hundreds of thousands of federal Title III dollars-
_spent to design and market numerous innovative concepts,:the failure

to implement the Campus Plan was a source of frustration to administra-
"tive staff members, the superintendent, and federal officials of the.
U. S. Office of Education.(USOE). . S S

Lo On the other hand,\QPr'study of Project Unique in .Rochester
-3 .indicated that we had a success story. We characterized Project Unique
- as 4 successful.innovation from start to finish. We ‘examined the design,
‘3, adoption, implementation, and routinization stages -of 'Project Unique.
/7 Both for;prgétitibneis and for academic scholars, there was much to be
Yy - learned hereAabout'the'proéess and impact of large-scale innovations.

Viewing the. Campus Plan‘and Project Unique as "innovative projects’ i -
in and of themselves, our initial characterizations were essentially
correct. However, reéxamining each over a longer period of time, we
have revaluated out, positions. The Campus Plan may have died at the
adoption stage, buﬁ_itsvresidual'effects_havevhad a profound in{luence
on the Syracuse City School District. The Project Unique experience in
Rochester was indeed a successful innevation, but its resig;gl effects” -
have been mixed in relation to their "long-term impact on the Rochester |
© City School-District. ‘The apparent failure Q§ thejCampus/P1an-may have:

had greater long-term benefits for Syracuse than the apparent -success
of Project Unique for Rochester. = = - T S ’
L P TR 1 C
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Background for the Campus Plan and Project Unique

The Campus-Plan and Project Unique were designed to address similar .
problems. - The Campus Plan focused on three broad goals: ’

(a) to stimulate racial integration;

‘(b) to improve instruction on the elementary level; and

(c) to sclve the problem-of-deteriorating plants.

PRI

. . ! !
Similarly, Project Unique was~designed. to accomplish the following goals:
(a) to help reduce dé facto segregation in city schools;
(b) to help eliminate racial isolet;on,in»suburban schools; and
(c) to improve urban education in a declining city. i

‘ _The Campus Plan and Project Unique were considered to be key com-
ponents in long-term plans by both city school district superintendents
to reduce racial imbalance in their respective schools. The planning
process was.triggered by several important ‘events. The first was a .
"Special Message to Chief School Administrators and Presidents of Boards
of Education” on June 14, 1963, issued by New York State Coﬁhissioner of
‘Education Dr, James E. Allen, Jr. The second evént was a series of
racial disturbanceg in major cities in summer 1964. The third event

was the passage of the Elementary and Secondary Education Act of%1965
which provided special'funds-under Title III fér innovative educational
Rrograms;[ The fourth event, perhaps the most impo:tant; was the inter-
action of key actors to brainstorm and elicit ideas for joint decision-
‘making “and collective problem-solving. Ad hoc coalitions of interested -
citizeris, businessmen, educators, administrative staff members, the
superintendents of both districts, and local, state, and federal officials
‘were formed to plan and move the innovations through the complek and /
torturous decision-making process.. : /

In their original form, both the Campus Plan and Project Unique were
. very similar. Each. had an instructional or programmatic aspect and a
capital comstruction aspect.- A crucial distinction between the 'two
projects, however, was the grand strategy used by the educational entre-
preneurs in each district. S '

In Syracuse, Superintendent Eranklin Barry placed the emphasis on '
the capital construction aspect due, in part, to the deteriorating
facilities in the district. Following the Campus Plan, ‘the city would

be ‘divided into four quadrants with an educational park at the core of .
- each quadrant. In each park would be up to'eight, 540-pupil schools.

The construction of all four campuses was planned to occur gver a twenty- A
-year period, and existing schools would be phased out in:order of
obsolescence. Great emphasis in the design stage was placed on the '

physical facilities and organization of ‘the educational parks (or campuses //i
as they were dlso called). Less emphasis was placed on the curriculum R
epangesithat would focus on individualized instruction. One of the most /
innovative features in the plans for implementing the individudlized v
approach was a computer system "capable of storing, processing, and EEN
retrieving large volumes of information as an integral part of the daily.

. . /

instructional process."
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In 1968, estimates of the cost of the first of four proposed -
campuses were $20 million." Adopting the Campus Plan would have com-
_mitted all concerned to major educational expenditures and a new

‘h delivery system for elementary educational’services in the city. The

new facilities would have provided racial balance, the relocation of
all elementary pupils ‘to four .sites, and the abandonment of the neigh-
borhood schools. Because of the scope and cost of the plan, it had to
‘be approved by the Syracuse Board of Education, the Syracuse Common
Council (for bonding), aad the City Board of Estimate. Thus, the
successful adoption—of the innovation required support from many indivi-
duals beyond the coalition formed by the educational bureaucracy. '
In Rochther, Superintendent Herman Goldberg fgcused the attention
of the coalition members on the programmatic aspects of Project Unique
rather than on the capital facilities aspect. He believed that, by
implementing first the integrated educational package, he could later
win support for new facilities incorporating these new programs. Only
on a few occasions and in a.few paragraphs, did Goldberg present his
vision for the construction of new facilities. This vision included a
large complex of educational and administrative facilities plus a
central communications system, all housed on one tract in the central
city. It would inrlude an 800-pupil, permanent World of Inquiry School,.
a Resource Demonstration Center, a te alecommunications studio, and the
central administrative offices of the Rochester Board of Education/
While this ambitious new complex of facilities was to be an integral
part of the long-term plan fer Rochester, most of the attention pf the
proponents of Project Unique was focused on the programmatic components.
Oof Project Unique's $4.5 million funds received through Title III over
- a three-year period (1967-1970), only about $90,000 specifically went to
‘capital improvemer »!/ &4n old school building.

»iect Unique and the Campus Plan had programmatic
pects. In Rochester, the focus was placed

~on the programmatlc Rex nte to move the innovation through the various
" stages of" adoption and U amentation. This strategy was successful.

In Syracuse, the focus’ was p! aced on the capital construction aspect to

. In summary

. and-capital cony:

’ -move the innovation .through the decision-making process. This strategy;

resulted. in failure at the early adoption stage. Onlya careful examin~

’atlon of re51dual effetts tells us ‘the comple?e story of the Campus Plan.

. ”*Types of Residual Effé&ts ' I \
[ . -

We have defined residual effects as intended and/or unintended con-
sequences of an innovation that are traceable, 'or ‘at least fairly trace-
able, to. & specific innpvation. In our proposal and throughout our
field'\work, we had no illusions about the difficulty of defining and
operationalizing this construgt of "residualleffects. Causal connections’
between'events.are often .blurred by ‘the occurrence iof other activities.

‘z"Causal relationships, in general, are very difficult o verify in

social science research, especially in studying real-world decision—making v
processes.‘ Qur results, thus, are reported ‘as tentative generalizations. i

© -Yo-
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In applying our model to the’ cases, we have identified three types
of residual effects.

;

L}

{

Type I: " Those effects directly traceable to a particular
Lo innovation. ' -

Type II: Those effects originating in earlier innovations that
P are enhanced or extended by a later specific innovatiom.
T Here, there is a "piggyback'' effect. If the effect were
“~traceable to a second and third inqovation, we would
designate it as IT (3)

Type III: Those effects that are mixed. They are the result of
many innovative attempts and policy decisioms. They
-can only be fairly. traced to any one inmovation.

These various ‘types of residual effects can be of three categories. |

- A . :
/ : I. Structural (tangible) : . -
T A. Organizational artifacts - changes documented in
(1) Standard Operdting Procedur s (SOPs) v _
(2) Codifications. - ‘ : ! A
. » " (3) Contractual agreements . £ i
(4) Reorganization plansg . ' \
~ (5) Personnel positign classrfications _ |
. (6) ‘Incentive system : : '

B. New or modifiéd work/ roles
C. New membership in the organization

D. Resource allocation - budget modifications = | . 7

E. 3Cooperative agreements - N

F. "Mechanisms of coordination ‘
1T, Perceptual (intangible) - changes in
" A. Status
B,i,Professional values
© C. Attitudes o

.D.- Iniormal relationships

III. _;nstructional -
The evidence of residuals from the Campus Plan has been examined

by Marguerite Beardsley in her case study, "The Campus Plan in Syracuse:
1966~78." Officials of the Syracuse City School District enthusiastically
endorsed this approach. They discussed the’ construct of residual
,effects with the SRC research team on several occasions. They readily
understood our. focus and provided many concreté examples of innovations

in the district that were adopted and implemented after the ‘Campus Plan
proposal had been abandoned. On table 1, we have summarized the residual
effects of the purported "failure" of the Campus Plan and their -




, Table 10 .
- CAMPUS PLAN INNOVATIONS IN USE

v .. SYRACUSE CITY SCHOOL DISTRICT ELEMENTARY SCHOOLS
SCHOOLS - __-\};_2/ o TOP1CS . .
. Individusaliced|Computerized{Dial-Access |Multi Incerest-|{Open . |Team (Media Community
Instruction instruction {Information|Approaches Centered | School |Teaching/{Centers(Participation
: : to Reading|Programs Concept {Planning . . ‘

:1levue 1 - X _Dista’r ‘ X )
anforth Magnet Teaching
eiaware . : X X X
lmiood * X
ranklin X
razer ) X \
ughes .- . ‘ \ -Both
untington l . ;
v 1 . L - 7| Both X
ing x SRA . . 1Teaching S
emoyne | - 1 | - .
lcKinley-Brighton ' X \ - |iMagnet | = '[Planning ‘
leachem |, X ' \ . X S ¢ X X X
‘greer / - \ o [ '
toberts , - X / N ~ .1 x X | Cfhdes| |X - X X
salina . S R | L _ !
>e¥mour T X : /' o \ . Planning
Smith, Edvard X [ . \ox . 1 Both :

i ' T T T R Vox oo bx K X X

' X X X

O

ERIC
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distribution by scliool. On tables dl and 12, we have placed these
_ and othei residuals in the context of the typology suggested above.

Inrormation on the residual °ffects of Project Unique is aummarized
here from the case study, "Residual hffects'of“Project Unique in Roch-
ester, New York, 1970-79" prepared by Patrick J. Hennigan.. Table 13
orders the effects based on, the same typology above.

’

Major Residual‘Effects in Syracuse
Oae of: the most significant- residuaT effects identified in’ Syracuse
. is the: Specfal Programs unit. Organized as a loose coalition during the
2o.gn tage of the Campus Plan, a new organizaéional unit has emerged
'over thd past decade. The Special Programs unit has greatly enhanCed
the distript's capacity to innovate. It represents a body of in-house
'technicalwexpertise. It is also an important\component of the district’'s
organizat&onal .Memory. ~,

In het case studyg Beardsley describes the structure and evolution 0
of this c¢Efice. Special Programs consists of about eighty staff -
‘members whose activities are conducted in a separate building apart
from the administrative offices of the district./ This group monitors
programs, writes proposals to secure federal and state funds, conducts

assessments and evaluations, and participates, in planning for the dis~
‘trict. - In addition, the unit coordinates audio-visual equipment and
use, provides a resource center for teachers, and administers special \
programs such ag the Indian Education.Center, . re—Kindergarten Program,
-and English as a Second Language Program.
. - The emergence of the Special Programs unit appears to be due to
'.'serral factors.- First, ‘as budgets contract, administrative positions
eliminated. Some personnel must shift to "soft" government project
funds.' .\As outside funding is obtained, . positions are retained or added.
A second factor is the strong support’ of the\superintendent. A third
factor 1is E;e gradual growth in confidence’ and ability among the staff:
of thecSpecial Programs unit. A very Ymportant residual effect of .
_ the Campus Plan experience is.the dzvelopunent of in-house qr in-district
technical expertisec, }' _ \ x\

@
In the aarly and mid-1960s, the district re11 d very heavily on the

use of outside educational consultants. Today, the use of consultants
has .decreased dramatically. Many of the current staff members were
involved in designing the Campug Plan proposals and in submitting them
- for funding. These processes greatly enhanced their skills. The ad’ hoc

coalition of general education people has, in effect, become a lasting

alliance of technical experts. About one half .of the unit's staff have
-been working ‘together for ten yearg“ Several of the key staff members

playdd active roles in the Campus Plan. They know zbout the process of
_'moving innovations from design to adoption.” 'This coantributes sagnifi— .
' cantly to the district s current capacity to inmovate..

-39~
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Table 11

ESIDUAL EFFECTS OF THE CAMPUS PLAN BY TYPE OF RESIDUAL

\-

A

Type of_Residuai

.

: Effects

/

{

ho - :

J Type»II- piggy—
./ .| back" effect of:
T the Campus :Plan.

% Type III. fairly
. traceab le..,::o ‘the',

Campus: Plan;

;,Ind{viaualized instruction;

mixed effectsl':h 3

v

Multi-approaches to. reading

- .
\

LY

Special Pragrams Office
(formerly Office of, Research)

b .
. H .

T

Compﬁte:izedlfﬁst;uction;* .
, Open School concept; . o :
' Team -teaching; ¢ ¢ . - )

Media Centers, ¢ L
\

‘ Interest~&entered programs

ERI!

Aruitoxt provided by Eic:




. ! N !
N ‘ . el
\ A i o e . , B

o o mbleDd

|

_\nLL :smcm'iim OF 525 CANPUS AN RESTDUML EFFECTS \

o BV TIPE OF INDICATOR

; ' T0°1CS .
- : )

S et

Multiple Approaches
Long—RangeFécilities
Planning Commircree
Integration Efforts,
Technical Expertise

' - Y
g Wl ‘H ale ]
N | flE Mg g | g
. we| VB Ald|Hdl ol ea] «ir q
7 A0 NGOG slelolrliaod ol A Al oA
v A | £ ol cfolE|walnn d g .
: g a4 Hu w | d glals|oledl bl 0o M )
/ - mul yu oiln N sio|luvA|mH ] & '/r-hd o]
s Mol o] ad| ong e Sq|guld dul k|0
A e .| 2N R o | e [ S| b % W|e:
s AU |pu|vglau BB A|M uu\Eu Ll Qulwwl el
R ENE U AR
.S HdnloRr|golAo]r]|r]o|E N0 |ON]O ey & o

N e B T {Report
.1 SIRUCTURAL SR : 1 Card)

—_—
™

L Standard Operating Pocedures. b | Sl Lo wlx x| 4
‘,-¢ﬁ~ ' Codifications Z/f,::‘ R L I (e :

- l \ u‘ “ ' ' . ' ' LI i ‘ ' ¢ ’
R Lontraccs u;y/ o R R E . . o e

. ﬂf b rReorganizanton Pluns coo Wl g Ral el (XX} ¢ kb ‘ ",
- ! g P L " (i B ‘i N : T 2t ;
FR Petsonnel Classifications ST R B 11 R
"’3/;;.:( 0 [ncentives ° ool ' S e

';;}7 k. Changes in Roles | f3'f‘:7‘~“fﬂ“ ol

wm%smmenummlmmumm K | N ¢ 5 1

A .“" Lhanges in Resource gllocatlon NP SR IS N 0 T L . ,

Cooperative Agreements A - s ‘ . .
. 4 ' VA

a | INTANGIBLE o e I L IR R R

28 Changes in Scatus e |- o R
Changes {n Profgasional Valuqs Ci Lok 7 X ' ' 3
Ve ) ‘ . ! 1y |
111,. memecToML. R R R R R I TS T A A S A
\ g ; L , ,; ' ‘¢ " 3 ! /; o
! ' ! . v ‘fu
. . C

- i




*. \ -
S
-~ s
Sy =
s
uor3edFO>TFIIRG B ) \ Bt
- A3 TUunmeEo D y _ -
: o STOM vealdrrTodoalsw| pal- A .
&= . . spung S Sl O sal -
-2 osTeyy o3 Aaroeded] . - 1 o T =
=) )
= - ouTrt‘anbrTun aoc=2foxg Sa | >3 v e N AR L .
£ R HUWE.W.H.H V.. \.\,. . B
-~ =R . i Y N —1
= . aS®3IBEFOOSSY -~OnpH,, s ) bl |2 N R ] el
T . tucradrxosaqg qg9eor . R 1t S I
= - g - ~ e - - = = B
s ) STEBUOTS ) ) 1 - : -
'nw.bu. —sajyoadexeg :13TFAN e s . >t 1 o L
m Sururel3axeg HASN N L = e N . -
/./ .
£ ‘sTERUuOoTssazoaxdwawd ) I N S SN YRR FE .
= . FOo oS30 i Kol B lal i gl ‘ B Sl >
-J - . .
- == Tooysg =2d43-—3sulder Bt = s<| =les b
-~ e P - _ E] : S
. — = - - 1
L/ a = (sTOoM) - . - Ry I -
/ = n sooTaod2exg SUTUoOTEIL < it >< <{ -
’ =51 [ -
¥ [ £ y mE ) . E
= saosndumod - . . IR ) N ‘et
£ = = =
3 o {sSITOMn) 1 . nE 1- Coe
= sxasa3uS0 3ISSIADITE| e Eai P = o
=3 .
R f o——1 j - - )
1<% s, £9TqES] B S T el eats e
3 = - -
>\ e . {STOoM) < - - =
N = WO FIONIAJISTYT WOoX ™S > R s > 5
_ —sseto. pa3avals3yur] I B -
o ) N = T =z =
= . - - L] i
—t i 33 a - -
-E K ot el gl o~ o
=] 3 - - —_— . A2l =) — .
(=) \, m| . = @l =S4 “ary
= : - <3 EEEIRIR-I{ R ]
— —f s le2]et] WY O] i -
2 - <= o Elul ol S| - ad
~ ‘e : - == - j @l =] i e .
= B B g =8I AG B :
- S 2 : =B = L A eglsimsl el y
. <2 - -E—t 431 I3 i) Q3 - N —4 L i
-~ —t 23fe=t] @Wf =>1. | 3| W)=l ;] . —t - =
= ] =] oo Sl m] =2 wlc )3 @ -3
. R )| 1l =] wi a9} 9l-w}l ol a2l el 3 S
. I P | T =] o] = Afe—i] LiX 3] O] <3 K-S N SR Eo ] R
Sslal ol of 9 o) 2l | = ol - ol 2 < s
Py - . T s - ]
Y IR - S
4 Ow. -~ -
- / & )




The Special Programs unit also serves as a mechanism or vehicle
for -lateral or upward. mobility for teachers and administrators within
the district. For example, in our case, "The House Plan in the Syracuse
City School District: Managerial Innovation in a.Single School," by
Thomas Dorsey, we lzarned how ‘an organizational and managerial innova-
tion was designed and introduced by a group of school teachers and
administrators in one junior high school in 1967~68. One of the kev
actors later shifted from the junior high school to the centralize: - .
~ Special Programs staff. Thus, he bra 1ight his expertise on the house '
plan and on the procass of. innovatin to his new unit.. ;

Our findings in Syracuse 1ndicate that advocates of the Campus Plan
took advantage:/of new opportunities to implement campus. plan innovations
for\vears after the" termination of the official Campus Plan effort. 1Im
general, Beardsley found that those innovations requiring little or
no changes in existing ‘facilities and within 'existing nrganizatioral
structures were more widely implemented by the. distridt. Alsc, those
innoyations requiring no capital ‘investment were more frequently used. .
Avail ble funding ‘through Title I ‘facilitated the adoption of more' inno-. .
vations\in Ticle I schools than in- non—Title I schools. ' .

« . In ddition to. the Specdal Programs unit, important residual efrects ’
that we have identified and examined include the&following items -

N A .- o . W . <
: N . N . i

=
el (a) individualized instruction,"_ C .

o (b). computerized instruétion; ' '
(c) téam ‘teaching and: planming,'

s oo - (d) use of instructional speéialists”
N " (e) inservice education, S R )
: . (£) use’ of a quadrant-plan apptoach in the district integration g . .

- planning efforty S S . 3

(g) multiapproaches to reading; s . L o ,
(h) interest-céntered programs; e . R I ‘
(1) media centers;.and’ ° . 80, R R "

(3D parent and community participacion. o o 1 I

% o Y
B . ¢

o

o

E 3'.:~ L 07 the residual effeCts examined, the-open school concept has been
o - rarely 1mplemented Dial—access information, described in, the Campus )
¢ T Plan szudy as important: to the success of iadividually prescribed
. ° " “.instruction,” has not been adopted by the district. All of these ‘
e . -effects are described in gréater detail, in the case study by Beardsley

o vcontained in- the volume of ‘cases accompanying this: report. ' -

"_'— o £ ) . T 9

'.qa;or Residual Effects in Rochester. ’ | . .

i

. In Rochester, we faced a situation fai diffefent from: our experience
fin Syracuse. ‘Here, we were examiuing the,residual effects of a very
" successful set of innovations contained: in Project Unique, rather than
an innovation terminated before adoption, is in:Syracuse. In our
research we' were able to identify and examine many important residual

e o 103
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effects of Project Unique” More detail on each residual effect is
contained in theﬁcase study in the second volume of this report.

A

1
T
[

ya

The most . important esidual effects of Project Unique are Project.
Y‘S, the World of Iuquiry School (WOIS), and Project Unique, Incorpora-
ted (PUI), (see figure 1 ). Of thesa three items, the first two were
two components of the original nine components of Project Unique from
1967 to 1970. The third is a legal body: a new, ronprofit, educational
organizational structure established to continue the work of the orig-
inal Project Unique. The various other types of re51duals are arrayed
in table 14 :

-

Project Unique ansisted of nine innovative. programs central ly ,
administered by a.spe#ial, semi~autonomous unit called the Center ﬁor
Cooperative, Action in Urban Education. Following the Chronology of .

_ : Events, 1963-1979 (see table 15), a Title III (ESEA) -planning grant in

& "~ 1965 helped to launch the. formal planning for Project Unique. A coali—)
tion- of Rochester administrative staff, teachers, university' representaf

‘tives, and business leadérs formed the core of a group of actors deter-.

.. mined to design innovative programs and move ‘them to adoption. After ,
-adoption: ‘by . the Rochester; "Board of Education, Proj=ct Unique received : " o
federal ‘Title IIT (ESEA) funds o implement {its components for three ;
'years' l967~l970 / : B 3

T . IR . % iy

~

[T g K : i :
e For the three-year trial- implementation, Project Unique received A
S *l.aboutu$4 5 million in- T tle III funds’. -Of the ‘twelve’ original compon-‘ ;i ' ;
.8 -ents in-the first’ propgsal submitted by the’ school district to the - '| %
’“u';_oU S. Office of Education <in 1967, ‘nine were approved .and funded for ~ . . .
* .. -the three-year:.period. “In additioh ‘to the.administrative unit (the - - '
e Center for" Qooperativ Action.in Urban Education), two of. the major 5}‘} .
S components included e: World .of Inquiry School and the-Urban-Suburbanf' :
“*”“r’~f.”Tnterdistrict Transfdr Programﬁ\ Other program components: "included 55 .

“f ‘the Urban: Education/ﬁajgr Program, ‘the. Community Resources Workshop, o :
;*the Teacher Program, RISE¢ (the Right of an- Individual’to Secure:an'. B
' Education), :SPAN (School ‘Parent. Adviser to the Neighborhood), the I '
»Teacher Inteznship Program, the Commﬁnity Resources Council, and -

respond .to ‘the. needs of individuals in
omm ity agencies to»improve their job st tus

Provided opportunities for special ‘;;';
A\fter 1970, i 5

, \ B g

re

NS



Figin:e 1

. mAoR RESIDUAL EFFECTS OF PROJECT UNIQUE

\ PROJECT ) )
| 'UNIQUE /
. INCORPORATED
. ' 1969 — 1980 1
f . - *

i "'P‘hb.‘s'scf :

@ f // B - S s
umqus po T :
1967 - 1970 . 2
i 4 ,'wom.o' oF" - ;
| INQUIRY
.SCHOOL - " | : ,
. \1967 70 PRESENT :
. g " ) R \ : '
e / METROPOLITAN \

" | [ WORLD OF R < e
4 mnaomy, e - e
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" Table 14 , ‘
/
RESIDUAL EFFECTS OF PROJECT UNIQUE BY TYPE OF RESIDUALA
‘ /
/
//
Type of ReSidual // Effects

Type'It directly
traceable to’
Project gnique

4

s

"

Type II: "piggy-
*back" effect with

Project Unique’ 3};

o

Tyﬁé TIT: f
traceablel

Project Unique, Incorporated;
Worlé of Inquiry .School’ '
gnet-type school
amily,groups and interest centexs
~ open' classroom- ,
Fund-raising experience with private sector

L . .

grban-Suburban Interdistrict Transfer Plan.
Project USj e K

"Paraprofessional«training programs,‘
Community partic1pation (busrness, parents,ﬁ

_ groups),- : .
Metropolitan World of Inquiry School

{4 s N i

K

"Educational Associates oredential for paraﬁ

! professionals-;- Vo : i
/New bargaining unit £0r paraprofessionals,
Magnet—school concept.,,

0

N




Table IS:

' CHRONOLOGY OF EVENTS

1963-1979 h S

Coo ] - : S
. " _PROJECT UNIQUE : : '
__:/' . TIME rRAME o
' DATE -;~f . o EVENT
1963. ' Herman Goldberg named supvrintendent of Rochester city

schools. New ‘York State Commissioner of Education,
Dr. James B. ‘Allen, Jr., requests statement on racial

/ imbalance in Rochester city sehools by September 1.

Vo - 1964 Summer. civil disturbances in central city Rochester. : e

R SRR (u; “ﬂ<Fall° initial planning meetings between school superinr ' R

- tendent, ‘state- officials,«and ‘faculty of University of EURENC
Rochester ‘to" develop ‘a cooperative prdjecL on urban - e T

, ‘ education.a.< e T 1- i S e

R g e, L O r { ST I

> 1965 Urban—Suburban Transfer Program established between West

. ... i1, Irdondequoit’ and: Rochester city -schools. s . -

' January first: public announcement of the plan “for:the o
‘Center: for Coopera;ive Acﬁion in Urban ‘Education (CCAUL) b
and a World of Work: demonstration schéol.

. November. Rochester Board ‘of Education approves proposal
for Title III planning grant. ' . :

Lo

Cev ,_-I966' Summer‘ Community Resources Workshop held—-basis for CCAUE
S : : Dr. Elliot Shapiro” appointed to direct the planning team.
USOE,approves Title 111 planning grant.

o 1967 J January 15: submission to USOE of first proposal for ProJedt 7'

;F R I Unique. RS
R e : ~‘May: USOE ‘approves pr0posal William C Young appointed
R ,34;;- diiect of Project Unique._-@ s :
o 1968 USOE approval of second—year funding for ProJect Unique

_ 1969 ‘_ USOE»approves third—year funding for Project Unique.
p .'j September"Project Unique receives provisional charter from
i -, .. New York: Board .of Regents as'a. nonprofit corporation.
" Tamblyn and Brown complete feasibility study on fund ra1sing’f7*};

-

1970 Rockefeller# oundatiOn grant to the World gf Inquiry Schoob/ g -fﬂf"ﬁ

7 ufor$120,000° ‘to"be matched by local funds for’'1970-72 1/,"'V'~ i

N ,.;flﬂ.“ ©:William . C. “Young resigns., Raymond S. JIman’ appointed dirEctor IR
\'j" f'h‘ = of“Project Unique. ft"'“r . /, i

'. "10 7.-. : ‘.‘.




1971 Dr. Herman Goldberg resigns'as superintendent of schools;
:  pr. John Franco is appointed superintendent of schools.
.Dr. Harvey Granite is appointed director of PrOJect Unique,

1972 'National Science Foundation awardS'three—year grant.

1973 Project Unique, Inc., granted absolute charter by New York
: State Board of Regents (see appendix A for charter draf:).
Emergency School Assistance Act grant received.
Metropolitan World of Inquiry School opens.

1974 World of Inquiry School institutlonalized within Rochester
City School District budget. A
Mrs. Eleanor Peck is appointed Project assistant.

l975 7ProJect Unique, Inc., beglns support for Artists—in—Residence
(see" appendix B for sunmary of activities,’ l975-78)

"1976; } Metropolitan World of Inquiry School clOSes. . :
'1977, Many.proposals prepared but not - funded with.PrOJect Unique, Inc., “
¢ as sponSor. ; ‘. :

. . P - "
i . v . f .
Y. « =

. 11978 _"Call to Action" memo from Dr. Harvey Granite.to the Board of
v . ' Trustees of Project Unique, Inc. Revitalization process '
: , begun o reformulate goals and objectives of Proiect Unique.

1979 . Project Unique, Inc., Opens separate office. Mrs. Diane Kehoe ¥ Tuf_-
. Burns is’ appointed associate directot. New proposals are L
v“ deVeloped to reactivate Project Unique. RS o T

S s R 1 ' - ;
A C . STy & 4
ait - . .
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Lot
»

o urban district

(3) Community Teacher - Based on the notion of a classroom in //f

. the home- and -focused onithe need for early childhood education.
After 1970, ‘it became part of the Community Education Center,v

supported by state funds(,n

\ (4) SPAN ~ Focused on the connection etween .the home and school,
- with paraprofessionals serving as trouble-shooters and ombudsmen,.
It also merged with the\growing paraprofessional movemeut. in
.Rochester. S et

o . | e 'N.: R

(3 Sibley s Satellite School - Provided a highly visible setting

‘in a downtown department store for customers and other visitors to

. .see integrated education "in action." It was terminated with the
' end of Title IIT: funding. - :

(6) Teacher Internship_- Designed to prepare interns to be effective
| .classroom" tedchers for immer-city schools. Interns weré new -

student teachers as.well as experienced elementary teachers who

desired retraining. This program was. alsp terminated after 1970.

ot it .

- ', . '-.""'b . ‘ —" e i i : 4

N The" major components, the World of Inquiry School and the Urban—
Suburban Interdistrigt Trangfer’ Program,‘were -anelyzed in greater detail. .
" to. determ‘ne their current: status and various residual effects._'- e

) C"’ . ‘._ . . <-. 4 \ :
. The World of Inquiry School was an early magnet—type school, drawing o e
children ‘on’ luntary‘basis from' the inner city, outer-city,. and sub-v.;g S
::In ‘the- early l970s, it was characterized ‘ag one .of Lo
' three "alternative" schools, ‘an -optional setting for gtudents. One s

\, major ‘residual effect was: that WOIS set the. tone fot integrated. educa—;-l k
f ‘tional efforts later funded by the Emergﬂncy School.Aid Act and for - o
_recent . planning ‘efforts to expand “thé magnet- zhool concept. The ﬂ. _

" experieénces. of administering WOIS were. shared wi h other district I

administrators through comunity plaﬁnin& panels and work groups. ©oA

The.following residual effects of WOIS were identified and examined:

¢ . (1) use of computers, :
... (2) continued use of family grOups and interest centerS'
"~ (3). magnet—school approach,;
-(4) IPI Systems- approach; .u._
(5) transfer of WOIS model : . L B
" (6); joint. parent-staff reportin ‘process; . o ‘ o e

o ' (8) overall attitudinal changes about the role of WOIS. f' ! ' o

hparaprofessionals.; The P raprofessional movement in'Rochester which

(7)‘teaching pravti92§;_;ill_ilH__i.;llln__;wngu”f’, g

_(a) fluid class” grodping

(b)) team teaching

(c) open classroom/environment' S R

‘ 7 -(d) parents' as ‘helperg; - s R
Eooy ; (e) reporting system to parents,’and

a4
2y

" The second residual eféect studied. was the growth in the role of

-109" ...‘ o ' o 2
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o began in 1965 received a firm boost from Project Unique during the
“period from 1967 to 1970. Here, we would classify this as a type. II
residual effect. Project Unique was used to expand the role of param
professionals. B : s

- Year ) Source of Support
1965-66 Title I, ESEA, "New Careers" i

. -1967=70 Project Unique - Title II ESEA

b RISE component

i s " SPAN component, absorbed people from RISE and New Careers
Community Teacher Program

Operation Home Base

Teacher Intern Program

1975-76. Peak years. 300-400 paraprofessionals in instructional
. units, plus’ 200+ in service roles . -

'1979-80".About 200 in-instructional units

A separate union bargaining ‘anit was established for parapro- -
‘ . fessional staff members: the Teacher's Aide Associates of Rochester
' (TAAR), as part of the Rochestef Teacheyrs Association.

In discussing residual effects of Project Unique, the chief .
‘;administrator for paraprofessional programs cited the patterns and - '
-levels of: training and the utilization of community people as role~ '
model educators. She ‘considers these to be two important residual
effects. Structural. residuals include §he following items: Lo

.7,

¢

(1) 4 new bargaining unit; :

(2) new job descriptions for "Educational Asgociates" developed
by . staff and approved by civil service; and

(3) a new training program: five } years, 1eading to alementary
teacher certification. e : -

Project Uaique: was: also. a vehicle for enbanc1ng tha.Urban-Suburban
'Interdistrict Transfer Program. This is alse a type IL residual.
Comparing pupil enrollment -aud fuhding figures before, during, and
after Project Unique: indicates ‘that participation in Froject Unique

.. greatly enlarged ‘the program. . Enrollment. 4noreaqed from /c students
in 1965—66 to- 618 in. 1970-71.

_ One of the most interesting residual effects of the whole ProJect
[ ~ 'Unique enterprise is ‘the nonprofit educational corpcration called
Project Unique, Incorporated (PUIL). Piovisionally chartered by the
. New York State Board of Regents in 1969, PUI was granted an absolute
charter three years later._“. ;

The purposes for which the corporation was. formed were.,

(l) to continue the aims ‘and. goals of Project Unique as con-
tained in the various program componants, specif cally
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mentioning WOIS;

(2) to solicit and collect funds from .private. and public sources,
including foundations, to. assure the continued operation of
WOIS ard other- components'

(3) to act as an advisory body to the Rochester Board of Educatlon_
«  for the operation of Project Unique,r

{(4) to cooperate with the Rochester City School District and other
school districts to establish schools based ‘on the principles
of WOIS;. .

(5) to aid in the development of inservice programs for school .
'personnel' and

(6) to make educational research data available, 35

In 1968, Herman Goldberg, William Young, and several staff members' .
began developing strategles to attain:a sound- financial base for the A\
continuation and- ‘eventual institutionalization of Project Unique. They
were aware that’ the general policy of USOE was to. fund Title III
projects. for a three-year period. They were well aware of the grant
stipulations for PACE (Projects to Advance Creativity in Education)
programs : .

. ~\ - : : LR
.Proposals for long-term projects should indicate methods for
~ phasing ‘out federal support over-three-year periods for gradual -
v absorption by local or other funding. 'Since the intent of PACE
is to stimulate and assist in- the support of innovative and
,'exemplary programs, ‘the phasing out process is essential in
.. order to gomserve federal rescurces for other promising PACE-
programs 36 : .

The findings indicated that the top leadership in the Rochester
area was.aware of Project Unique. According tc Tamblyn and. Brown,
"Beyond any doubt, the ‘media of the community have been of invaluable
assistance in bringing to the population an awareness of Project Unique."
0f the many. components. of Project Unique, the World of Inquiry School
only was sufficiently understood. Half of those interviewed thought that
WOIS might even be- uccessful in securing private support. However,
"none of:the leadership. expressed any confidence that sufficient funds
could be ‘raiged to ontinue Project Unique dt its present level of
financial operations., =

In their conclusions, Tamblyn and Brown suggested that more parti-

. cipation and more involvement by the top leadership inm Rochester was

. necessary to secure private support. Several persons interviewed

Stat&h that "there is little, if any, .precedent in the Rochester-Monroe
County area for private support of programs that, traditionally, ‘have

~ been the responsibility of :government bodies.. It was .recommended that, !
. prior to- launching a fund—raising campaign, an in-depth evaluation of

Unique should be done by a committee of quallfied representatives of




iﬁduétry,ecommerce,fénd p:ofessibns. Findiﬁgs should be widély
disseminated through-a well-planned public relations effort, using .
the public media and personal involvement by the leaders of Project
Unique. - . ~ -

W

1

. Apparently, prior to the completion of ‘the feasibility study,
William Young, Al Mellican, and Raymond Iman developed a formal pre-
sentation highlighting the philosophy of Project Unique, its potential
for change in urban education, and its role as a model for urban
centers.- They met with over 100 local-businesses and industries with
“their "travelling road show" to obtain contributions for a fund for
Project Unique. , ‘ v ‘

To legally solicit and receive funds, Project Unique had to become
-a "legal body." Thus, Young suggested to the advisory committee that
it should obtain a charter from the New York State Board of Regents.
Young worked through the New York State Department of Education to
obtain a provisional charter from. the Board of Regents. He received
. particularly useful .assistance from Helen Powers, one of the members
~of the Regents who lived in Rochester, even though she was not per- N
sonally fully supportive of all of the ideas contained in the Project \
- Unique concept. The Rochester Board of Education -also passed a resolu- '

- -~ tion of approval for the incorporation procedure. The core group of
e,  the new Board of Trustees of Project Unique, Inc., were formerly
¥ . members of the Community Resources Council and the Advisory Committee.

William Green, an attorney with SYBRON. Corporation, was added to the
board and became: the first board chairman. He was actively involved

~ . 'in*spliciting»privﬁtefcontributions.for Project'Unique,}Inéf’_In
' '_acomﬁaringﬂthevcharter“grpup of 1969 with the trustees in 1979, only
William Pugh, administrator of the World of Inquiry School,/ is-listed"

' withiboth,groups.&-3 ~
1Superintendent Goldberg believed that Project Unique "should stand
on its own feet."37 He felt that incorporation would bring added prestige
*"_ tothe organization, 'This prestige would make it easier to attract =~
.;fJ_1mpoffaﬁ;fddmmunityfléadersitbaservéfbnnthe:boar&} In turn, PUI, as
'a legalibody, would raise its own ‘funds from nonpublic sources. Young:
'ﬁanﬁnGQldbérggbg;ieﬁédf;h?tfthése;fdnds}éould;thenvbevused to fight for -
" desegregation, ito: promote activities in.a positive way, thus avoiding
»..~co¢?ﬁﬁ§uics@{‘;ﬁ;xéflgﬁting;teééntly;oﬁ“thelrole_of,PUI;“Géidberg'stated
Qf”that}he*didbno:;seé?i;ﬂbéYbndﬁthéjtaSR'at hand.- He did not see it
- as:.a"conduit for newfunds to. run its own projects. . P

et o . . N s

N

\ -

... ‘What is:the current;role of Project Unique, Incorporated? It - v
" appears’ to this writer.that PUI.is im .a_stage_of reformation, .Its role, = . -

“quécti?gs;handfygrygﬁugﬁcse*are{unclear,»:Should_the'board,redefine‘its L
- purpose?.’’ e ‘terminated? " Is there a purpose for PUIL today?

reneurs; Diane Kehoe Burns and Harvey Granite)
! .

11 of the following optioms: &= \/




\ B (@ Reformulate a work plan based on one or tﬁb_bartiqular
'\ A ", charter objectives, as adopted in 1969; '

\' : (b) Ldeﬁtify new,program areas, and obtain new funding through’
. ' ' ’ proposal development; : ' ’

\  : (c) Return to role as trustee of WOIS;

] (d) Condugt'comprehensiﬁe self-e;aluation to set’new generél
\ IR goals--strategic planning approach with broad participation;

\ - (e) "Stflng along" ﬁaiting for something to "catch on' and
- revitalize PUIL; - . o

\ (f) Termindte PUI and close a;céuﬁts;'

\ . (g) Explore with staff members of .the Department of Education the
. ‘ ‘various uses of an organizational mechanism such as.PUI .

. (nonprofit corporation); data from National Diffusion Network
| . (NOW) may be useful; ) . :

'(hé Merge with other independent groups to. form a stronger
/coalition for desegregacion. .

The future of Project Unique, Incorporated, is uncertain. Perhaps,
one of these options will successfully bring new life to this project.
T a S S . .-
T ' The Metropolitan World of Inquiry School (MWOIS), modeled after
R the original World.of Inquiry School, is another important residual
'éffedm.. It operated from 1973 to 1976. " The funding, for the school
- /was obtained through the Urban-Suburban Interdistrict Transfer Program
© / (USITP). Initially, it was opened in 1973 with funding obtained through
/' the cétegory.of‘métropplitan area programs... The U. S. Office of Educa-
. Ve tion revised the guidelines eliminating -this category a year later.
Ce o/ Through various arrangements with regional DHEW officials, the school
: .continued until 1976. .Officials-of USITP have not abandoned the con-
/ - cept of a metropolitan educational system. The experience of forming
_ // ‘a coalition for the Metropolitan World of Inquiry School has led to the ..
// ‘ formulation of a different set of strategies for similar future projectst
| . . focusing on a metropolitan approach. A more detailed discussion of this
/ . process is contained in a separate case study. The Metropolitan World
' - of Inquiry School is indicated in figure 1 by dashed lines because it
was a type I residual, directly traceable to Project Unique, butone -
~ that was in effect for a limited period. R

N

t




1963-65

1965-67 .

g 1967-70

1970-74

“1974-78

. 1978-80

o

o

'Problem/Issue Identification and Formulation. Rochester

Coe e ‘Table 16 - . - -

\ g -

‘LIFE CYCLE ‘OF PROJECT UNIQUE . .‘ . R

» £

3

.city schools are racidlly imbalanced.: Innovative approaches

are needed to reduce racial imbalance and to improve urban
education. - . S PR

b
‘) H

Genesis of Project Uniqye' “Design stage - broad—based com-

munity involvement; Summer Community Resources Workshop, USOE

.approves Title IIT Planning Grant.

3

'Implementation of Project Unique and Its Nine Compounents: USOE

. ‘approves use of Title III funds for three ‘years at about $1.5
million. :per year. ®

~
B

Stabilization Period: ‘Routinization stage. World of Inquiry

. receives grants from’ Rockefeller Foundation and. the National

Science Foundation and wins loca] school district support.

) Dormant Periodffor-Project Unique,~Incorporated: Agsists in

sponsoring Artists-in-Residence Program for Rochester City.

iSchool:District.“ CETA funds expand program.

:Reformulation Stgge and/or Termination of Project Unique,.
< Incorporated:  Kehoe and Granite sstablish independent
YWJadministrative structure for PUI.. Artists-in-Residence

,Program continues.

e
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Conclusions and Observatioﬁs

s Tﬁe qtudy of residual effects of innovation added cdmplexity and.

_realism to our organizational decision-making fodel: This is a major
_conclusién of our study. " ‘ - - -

. I

Exémining tﬁe residual effects added a significaht'dimension to

‘our knowleédge of the capacity of public. organizations to innovate.

The longitudinal, historical approach allowed us to examine the long-
term gqnsequencesgof'two,large-séale innnovdtions: the Campus Plan
‘in Syracuse and Project Unique.in Rochester. Viewing each as a_

"project," The Campus Plan.can be characterized as ap unsuccessful

innovation and Pi@ject Unique as successful; A reexamination of

“residual effeCEEjbeyond the adoption stage for the Campus Plan and

beyond incorporation-for Project.Unique presents a somewhat different
picture, ‘The Campus, Plan may have died, officially, at the failure

- to. obtain ddoption, but. its.residual éffects have had a significant

. influence on the Syracuse City School District. The Project Unique

" experience in Rochester has had mixed: effects in the long run. The

* apparent failure of the Campus Plan may have had greater long-term

3 ..

;beﬁefitsﬁfof Sykaguse;thag,the apparent success of Project Unique in

. Rochééget;i*-

. 1 the process by,which the staff of the Special Programs Office

" . gained its expertise transferable to other districts? The experiences

. shared by the staff members over a two-year period of planning and -

designing the Campus Plan may be unique. They met with a variety of
consultants, attended seminars on "educational innovations," partici-

_pated in a special "brainstorming" conference, and attended numerous-

,planq;ngfmgetingsg‘-Ip-éffect;f311 0£‘theSevparticipants were evalu-
‘ating where the’district had been. ‘and where it would go in the future.

!,

How 6ften_ does a district go through such an”intensive self-evaluation?

1t was time to revitalize the City of Syracuse, and they' felt that they-

- PR .

needed excifing solutioms.to the problems’ of /urban education. The

. result of this twc-year experience in joint planning and decision~

making was. the Campus Plém, a whole greater /than the sum of its parts.
It appears difficult to be~able‘to'tran9fer/the experience of the time,
even . though one could transfer.the mechanism of a special programs
office. A possible approach might be to ca#efully design a short-term,

" highly. intensive planning and evaluation process over a summer, prilor

to establishing a similar mechanism in another school district.

I

|
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effects of inmovation. =

T e |
. V1., SUMMARX\Q\\\CONCLUSIONS P T

Based on our ten case histories “of educational innovation in B

 Syracuse and Rochester, we can: draw a set of corn:lusions concerning I '“
~ the local educational organization as an idhovative mechanism; bureau- ‘
‘cratic entrepreneurship and coalition~-building within education; the
'applicability of our decisiqumaking model to education; how educational .

innovation in Syracuse compares with that in Rochester; and the regidual

.The Local Educational Orgaﬁization and Edocational Innovation

local educational organization have particular relevance for educational
"innovation: .~ S

’

We have noted that. the - following special characteristics of the

v 1. The local educational organization is highly decentralized,
with many centers of power. The district office, the local
board of education, other administrative offices, and indivi-
dual schools each exercise a degree of power within the local

: educat;onal organization. ' . s

2;‘uEach of these centefs of power are’ semiautonomous.. There 1is
7 a distinct 'lack of| hierarchy within the lacal educational
':'organization

v;grofessionalized individuals. ,Both teachers and administrators
‘ >’ i y:former. teachers) view‘themselves as. highly




s

P community at large. L S
L 8. ,Local educational organizations are extremely dependent upon .
w ) other goverpmental units. Because the local educational
organization is. frequently the target of state and -local regu- -
lations, and because the organization wmust also depend on these
, outside sour.es ‘for funding of certain of its programs, there-
is an enorymous. - intergovernmental dependency within the local

‘educational Prganization.; . . «

.

9% The local educational organization operates within an annual,

.t ‘consistent, :"natural" deadline when making decisions--parti-

' - cularly innovation decisions. This natural deadline is the
start of the school term.} - ' -

. We have also noted thai the character of local educational innova-
"'vtion-depends primarily on the following factors.

‘:l: yThe nature of the particular innovation. its scope, complexi»_
\-a;ty, cost, and controversiality~ ‘ :

e 2;:*The personal characteristics of- the individual(s) or group that

o “assumes the role. of innovation advocate, or "entrepreneur";

]

v 3. The availability of outside funding for the innovation- and

i -~ 4, The. breadth of- participation allowed in the decision—making :
T iﬁ ':”Vprocess regarding innovation. - ’ , PR
B ' I , These characteristics of the local educational organization, when T
PR 'fcombined with the factors upon which Jlocal: educ%tional innovation _ .
' S _depend, act, in such a way as’ to allow us to draw the following conclu-"
- slons about entrepreneurship, .coalition~building, and the decision-
_ ‘making process with respect to educational innovation. :

R | . .
' s
K \

.'The Educational Entrepreneur and Coalition—Building

l; Educational organizations contain multiple power centers, each
consisting of. professionals with a keen interest .in innovation.
: "~ Thus in: attempting ‘to implement an innovation, the educational
entrepreneur must: seek.to satisfy .and to incorporate within—
_“the innovation coalition, certain of those professionals.‘
: However, becauoe educational organizations are also politically_
. : N .- accountable to theix: clients (parents and students) and to the
. *commuuity as 'a whole, ‘those- interests must be 'incorporated irto
<the coalition -as;well,." Given ‘these’ structural constraints, the
-nature of the’ innovation ‘is. highly ‘agsociated with-the patterns
‘of .entrepreneurship and’ coalition-building which.develop around
© .. the: innovation. The: complexity, cost, 'scope; and controversia-
o .lity of the»innoVation are primary determinants of: the level at

fm_jl,bul,i]”';' hF? "':.h
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[ . A . ; wo
-  which entrepreneurship emetges and often the degree of parti-
. cipation within the imnovation coalition. Cost‘y, comprehen-
sive, complex, controversial -innovations tend to . require the
force of the office.of district superintendent either as pri-
mary or secondary entrepreneur; and participation within the =~ .. ..
innovation éoalition _appears to require limitati on at early
‘stages and very broad participation at later stages. The . . .
early stages of awareness and adoption can’ be facilitated by '
limited participation in these sorts of 1nnov%tions. Hard
. decisions such as complex, costly, controveraial innovations
demand can’ perhaps be made better in a less participatory:
atmosphere. -The later stages of implementat on and incorpora-
tion can be more easily thwarted by active o ﬁposition, however,
and it is in these later stages that partici ation is best
expanded, at least to the clients concerned

The decentralization of the educational or anization and the ,
rofessional status of its members allows /for innovative ideas _ -
to emerge from multiple sources. Thus, awareness of the need -
for or opportunity for a particular innov tion can emerge from

the superintendent, middle or lower level administrators, prin-

cipals,  instructoxs, or, in certain cas from clients them—

‘selves. . L ;ﬁ

' a " 3. The same factors which make for multigle sources of innova-
o ‘ '~ tion=-~decentralization and professionalism--alao make for
- . _ multiple-chances for opposition to innovation to arise within.
. ... :the innovation coalition.  In particular,_there is always the
v_chancegﬁhat professionals and interested clients will oppose
e one-another‘ L L : , :

?4;“lBecause of the‘many Semiautonomoug;pQWer centers within the
Jgducational;or anization"and therr anization's political
’ ’ preneur must "match” the
cn/and the: innovation with the -

A\

iELg gource for: innovation within the edu-i“”,
o "ducational entre'reneurs can emer e at
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_which a particulat insttuctot possesses, 3ust as principals -

H.arise as enttepreneurs when “the innovation is’ building-:

'btganizatiOn .
L changes in educational curriculum, equipment, managerial

specific, confired ‘to one particulat school

The professionil status ‘of members within the educational
nders them highly interested in potential new

.innovations, etc,' This professionalism not only leads to

“‘secrecx. “However, patticipation .also hgs its risks. - ‘The~

" multiple sources of -educational’ entrepreneurship, but it al
. means that educational entrepreneurs frequently have ' pet

innovations - in which they are keenly interested, and thny‘may

wait -years for the opportunity to implement those innovations.
The-opportunity often comes in the form of a federal or_state
mandate for change in a ditecLion consistent with that innova-
tion or in the form of federal or state money earmarked for
such- an innovation. e
i

.'BeCause the«educational'otganization is politically account=-
-,[fable

‘the: most'difficult.task the entre reneur has is to allow .

rocess £0- avoid hea” yposition - ftom clients on grounds of

entrépreneur must: also: decide when participation must be limi-

B ted go .that  decisive action can take place.- In a sense, the

problem. of -the enttepreneut is also the problem of democtacy.

'.ihow much participation iq enough? -how much is too much?

The DecisionrMaki g Model

i

—10."

A‘

The educational ogggnization has both the benefit and the
~burden of having a.'natural” deadline in &ll its decision-
" making activities-patticularly those with respect to. inno-"
“vation.  The deadline-of the start of a school'term can help
~innovations: to- be "pushed thtough" despite potential heavy -

opposition’ and can be ﬁsed to explain the necessity of limit-
ing participation within ‘the innovation decision. However,
the same deadline ‘can jalso kill an: innovation by not allowing

_ the: enttepteneut sufficient time to "sell" the innovation and
_ to ptOpetly otganize the suppott coalition for ic,

There is some evidence that educational ogganizations are

' beginning - to“"institutionalize" innovations through-district.
- ‘offices whose purpose is to'assist in proposal writin
- ‘overseeing of innovations within ‘the district. . Pethaps ‘this

and

‘trend:is ‘the natural] outgtowth of. the organization s profes-,

- . .sionalism andthe incteasing legal® demands placed on the- local

AR S S

;3otganizationffor changes in one direetion or- anothet._

fThere is'also ‘some videnee that innovations from above, or R
‘ ‘mandated innovationd, -have'certain characteristics . in common

which’differentiate|their: decision—maki g‘process from




o ) . Hinnovations that are triggered from below. Since the qucstion
o of whether or nod to innovate is a moot point in mahdated
innovations, decision-making revolves around the appropri-
ate method by which to innovate.in the, direction of mandated
compliance. Thud, while the big questi01 in mandated inno-

# oy . vations is not whether to change; but how to change, innova-
tions which emerEe from below must face the more basic ques-
. . tion of whether any change is desirable or not. The decision-

D R making processeé of the two types of innovations seem to vary

7 , 4 slightly as a réSult of this difference in the central question.

- 12, Because of increased legal pressure on local educational - \
. organizations to change cheir programs in some way, and A
\ . beccuse of increased competition within the organization for
‘fun'/s; federall and gtare funding has become ‘critically impor-—

it tzn: for local educational innovation. The decision-making
ﬁ , process itself is highly affected,' for funding is often the
} crucial dete inant of whether or not the innovation is pro-

pelled through the various - -stages of innovation.'

13. Because of he many coalition elemenfs which must be brought
into- consedsus in-order for innovations to- be adopted and
_ implemanted, and because innovaticns must also frequently be
T , madea acceptable to outgide funding sources, constant modifica-
/ tions of /the original innovation must be made in going from
; - awareness to. incorporation. In a very real sense, the innova-
tion mudt frequently be "reinvented" gseveral times over in
orderJfor the original idea behind the innovation to survive.

.4/’ . S~ -
Residual Efir £s" of Innovation - }"' : S {/(/
Inéividual innovation packages 4yibe unsuccessfully implemen~
" Yad or. ‘incorporated within'a school district, but.there may.
_/be rofound residual effects on the district: from-the lanning, = - —
ent:regreneurialz and coalition~building.efforts which surroun— T
fact, the residual effects of: an,unsuccessful : R
' cant than: the’ residual effects" e
This- situation may be reason et
;d finition of innovation success. o T T

\ .

,‘:afdistrict can:gofthrOug “in. the.process: of,atcempting to
im ‘maforeditcational-innovation: package. L

ERIC
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